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ABS7BACT

The primary puricse of this project is to ircvide a

critical analysis of the Master Chief Petty Officer of the

Command ;rogram. It is the author's belief that sufficient

consideration has yet to be given to the possible negative

ramifications of the program . The study evaluates the

Frogram tsing various current leadership theories and from -
the perspectives of structure, human resource, symbolic, and

political frames of the organization. While current pclicy

states that the Master Chief Petty Officer of the Command

rrogram uotks within the framework of the traditional chain
of ccmmand, the authcr attempts to demonstrate that this may

not be the case and provides recommendations to alter the

program so as to mairtain much of the value while reducing

the risk of the Ereceived pitfalls.

The study focuses upon the effects of the Master Chief

Petty Cificer of the Command program as it is presently

implemented in the Surface Forces of the U.S. Atlantic fleet

(SURFIANI).

44

-------------------------------------- . . ..



-- 7

TABLE CP CONTENTS

I. INCDUCTION ................. 9

II. STRUCTURAL PER.SPECTIVE ....... . . . .. 14

A. DELEGATICN . . . . . . . . . . . . . . . . . 14
E. DIVISION VS. FUNCTIONAL STRUCTURE ...... 19

C. SPAN OF SEPERVISION . . . . . . . . . . . . . 20

L. DUAL MANAGEMENT . . . . . . . . . . . . . . . 22

III. FCLIICAL PERS-ECTIV E . . . ........ .. 29

A. DEFINITICNS ........ ........ 29

F. SOURCES CF ORGANIZATICNAL POWER .. .. . . .30

C. DEPENDENCE AND EOWER ..... . . . . . 35

B. POWER ANL MANAGEMENT ... . .. . 37

E. POWER AND THE SASTER CHIEF OF THE COMMANr . 39

1. Commanding Officer and Executive

officer . ........... . . 40

2. Master Chief Petty Officer of the

Command ........ .... . 44
3. Chief Eetty Officers . . . . ....... 52

4. Enlisted Personnel .......... 56

5. Junior Officers .......... .. 58

IV. SYXECLIC PERSPECTIVE . . . . . . . . . . . . 65

A. THEORY AN BACKGRCND o........... . 65

B. SYABCLIC IMPACT Of THE MASTER CHIEF PETTY

OFFICER CE THE COMMAND .. . . . . . . . . 71

1. Symbolic Structure . . . . . . . . . . 71

2. Symbolic Pover ............... . . . . . . 74

3. Symbolic Human Resources . . . . . ... 77

5

• - " - .i l : ii ; ... oi ,- .. ..



V. HUMAN RESOURCE PERSPECTIVE . . . . . 79

A. HUMAN RESCURCE TBECRIES .. o. . 80

1. AFproaches .. . . . . . . . 81
2. Models . . . . . . . . 82

E. HUMAN RESCURCES AND THE 8ASTER CHIEF

PETTY OFZICER OZ THE COMMAND PROGRAM . ... 83

1. Commanding Officer and Executive

Officer ............ . . 84
2. Master Chief Petty Officer of the

Command ........... . 85

3. Chief letty Cfficers ... ........... 86

4. Enlisted Perscnnel ............ 87

5. Junior Officers .... . . . ... . 88

VI. SUMMARY . .. . . ... . . . .. 90

A. CONCLUSICNS . . . . . . . . . . . . . . .. 90

E. RECOMMENrATIONS . . . . .. . . . . . o o 94

APPENLIX A: EXCERPT IRCM OENAVINST 5400.37C ...... 98

APPENLIX B. INTERVIEfS . .. . .......... . . 102

APPENLIX C: SURVEY C1 COMNAVSURF.LANT PERSONNEL . .. 112

APPENEIX L: COMNAVSURFLANT SURVEY AND INTERVIEW

PARTICIEANTS o . . . . . . . . . . . . . 129

APPENLIX E: RESULTS CF SURVEY . . . . . . . . . . . . 130

162
LIST CE EEFERENCES . . . . . . . .16

EIBLICCBAPHY o . .o o .. .. . a . 164

INITIAL DIS7RIBUTION LIST . . . ............ 167

- ° • , . . . . . - -]



LIST OF TABLES

I. Excerpt from Livision Officer's Guide ........ 10

:11. list of Akbreviations . . . . . . . .. .. .. .. 13

1.11. Survey Results Profile Comparisons .. .. .. . .. 47

IV. Billet Design Contributions to Power.. . . . . 50

V . Samples of SyzJkology . .. .. .. . .. ... ... 66

7



LIST Of FIGURES

2.1 S~IUCTURAL ELEGkTICN: PiiE-lCPOC . - .17

2.2 RECENTRALIZEL. STRUCTURE:2QST-MCPOC . ...... 18

2.3 DIVISIONAL SIRtJCTURE: PBE-M1CPOC .. .. .. ... 20

2.4 FUN~CTIONAL M1RtCTURE: POST-MCPOC.......... 21

2.5 DUAL LEADERSHIP STEUCIURE: PRE-MCPOC ...... 27

2.6 DUAL LEADERSiIlp STEUCTIURE: POST-MCPOC - .28

8



I. INTRODUCTION

Fcllcwing World liar I, American industry moved into an

era cf interest in organizational develcpment, buzan

resource management, and executive development. The Armed

Services were often cited as excellent examples of organiza-

tion and structure. Table I lists characteristics of an

effective czganizaticn which junior officers are encouraged

to inculcate into tkeir management techniques [Ref. 13 and

were often cited as responsible for the effective and

efficient cganizaticn system of the Armed Forces [Bef. 2].

In years gone by, these characteristics of organizaticn

were set in stone in the U.S.Navy. The Captain of a ship

carried cut the missions assigned by delegating respcnsibil-

ities and authority tc his Executive Officer and deFartment

heads. Seamen requested considerations and provided infcrma-

tion to the command by working through the petty officers.

Chief Petty Officers received orders from, made repcrts to,

and shared responsibilities with division officers.

In 1S70, Admiral Elmo Zumwalt initiated a Chief Fetty
Cfficer Advisory Board via his naval message "Z-Gram" numter

23. The Furiose of the board was to provide recommendations

and act as a sounding board on ideas and policy proposals of

interest to the enlisted Navyman. In July 1971, acting on

the reccmzendations cf the Chief Petty Officer Board ,

Admiral Zumwalt initiated the Master Chief Petty Officer of
0 the Ccmmand (MCPOC) program in an effort to " stimulate a

meaningful dialogue among all levels of command and to

enhance ccmuand sensitivity to the needs of all enlisted

0

9
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TABLE I

Excerpt fics Divisicn Officer's Guide

Principles of Organization

1. Every job given your division, every duty for which
your alvision is responsible, must De assigned to
one cr more of your men.

2. All the responsiilities assigned to your men must
he clear cut and well understood b th em.

3. Nc specific rE-ponsihility should be assigned tc
moze than one Eerson.

4. Each member of the organization, from top to bottom,
should know tc whom he reports and who reports
tc him.

5. BEspcnsibility must te matched by authority and
accountability.

6. Dc not have tcc many men report to one leader.

7. Exercise contrcl on your pro,er level.

8. Divide the wczk load fairly among your subordinates.

[Ref. 1)

;erscnnel." He furtter stated his desire to " ensure open

and active lines cf communications between (enlisted

perscnnel) and (himself)." (Zumwalt, 1971)

One must assume that Admiral Zumwalt preceived a commu-
nications gap between himself and the enlisted ccmmunity.

Balancing this assum;tion against the background of the

early 1S70's and incidents aboard the Kitty Hawk and

Constellation, one would feel quite safe in saying that

there mcst probably was a significant communications gap

tetween the CNO, Commanders, and Commanding Officers and the

young enlisted personnel of the time. To close the gap, a

10
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new fczzal structure bas initiated. Clearly Admiral Zumwalt

and his successors have restructured the chain cf ccmmand

for the Master Chief Petty Officer of the Command, hut have

they not also restructured that chain of command for all

hands? The function and position of the Master Chief Petty

Officer cf the Command has been further defined and troa-

dened by subsequent action and instruction. According tc the

most recent instructicn, his responsibilities now include a

troad spectrum of comiand-wide issues and interests.

( Excerpts of the OPNAVINST are provided in Appendix A. )

with the rebirth of "Pride and Professionalism" and the

general shift of the United States military to many of the

clder, mcre authoritarian or classical traditions, there has

been a swing away fzcm many of the initiatives of Admiral

Zumwalt. Why; then, has the Master Chief Petty Officer of

the Ccmmand program nct been shelved along with the "Upward

Seminar '" and suit-style uniforms? Indeed, why is the Master

Chief Petty Officer cf the Command enjoying ever-increasing

recognition and sponsorshii among senior officers? The

purpcse of this study is to provide Flag-ievel officers with

a previously unarticulated package of possible protlems

regarding this very icpular program.

As part of this study, the author conducted a survey

(copy Ercvided in Appendix C) of 824 personnel assigned to

twenty cczands within the surface forces of the U. S.

Atlantic Fleet (NAVSUiFLANT). Personnel represented a crcss

secticn cf afloat commands from the service, amphibious, and

cruiser-destroyer cczaunities within NAVSURFLANT. Ihe

author alsc conducted approximately 35 individual unstruc-

tured interviews with senior officers, Commanding Officers

of ships, Command Master Chief Petty Officers, and junior

officers. Appendix D provides a list of all commads

participatizg in either the survey or interviews. The

information provided by the survey proved to be difficult to

I%
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interpret and regression analysis showed no significant

correlations between rank (or tiliet) and choice of answers.

The data is presented in Appendix E with answers to

Questicns 6 through 41 crosstabulated by billet. While the

data is not conclusive or statistically significant, the

author dces refer tc patterns of possible interest in the

discussicns on orgarizational perspectives which fcllcw.

The interviews proved to be very valuable in obtaining view-

points cf the program. The dialogue summaries provided in

Appendix B are representative of the comments obtained

overall. The majority of the senior officers interviewed

expressed ar overall positive opinion of the program. A few

expressed very strong approval and recommended expansion of

the Erogram while, or the other extreme, a few expressed the

cpinicn that the program was wasteful use of expensive

talent and should be cancelled. The great majority cf the

commanding officers felt that they should be allowed to pick

their own Command Chief and that it should be a collateral

duty except on very large shi s. Again, the author does not

explicitly incorporate the interviews into the paper,

however the informaticn and viewpoints were of great value

and strongly affected the direction of the paper.

The paper is orgamized into four main chapters, each of

which attempts to diagnose the Master Chief Petty Officer of

the Command program from an organizational effectiveness

viewpcint using four different perspectives or aspects.

hese perspectives axe: structural, (emphasizing who

reports tc khom, respcsibility, authority, etc.) political,

(emphasizing power and coalition) symbolic, (emphasizing the

symbcls associated hith the Erogram) and human resource

(emphasizing the impact of the program on the irdividuals
who make up the Navy). The final chapter is a summary of

the authcr's conclusicns and recommendations.

4
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lakle II lists the abbreviations which will be used in

tables and figures.

TABLE II

List of Abbreviations

cc Ccmmanding Officer

Cr-C Clief Petty Officer

Eezpt/DH repartment Head

riv Off rivision Officer

Eng Engineering Department Head

JC Junior Cfficer

* !1CEOC master Chief Petty Officer of the
Ccmmand the Command ( also includes
2-7 and E-8 personnel serving in this
capacity )

OFs Cieraticns Department Head

S.E.A. Senior Enlisted Advisor ( forerunner
of the MCECC program )

Sup Supply Department Head

Weaps Veapons Department Head

xC Executive Cfficer

13



I

II. SIRUCTURL PZESPECTIVE

Navy Begulations, Article 0701:

The xesignsibility of the Commanding Officer for his
ccmmand is absolute, ...While he may, at his discre-
tion, and when not contrary to law or regulaticns,
delegate authorit1  to his subordinates for the
executicn of details, such delegations of aathorit
shall in no way relieve the Comanding Orcer or
his ccntinued resonsibility for the safety, well-
being, and efficiency of his entire command.

A. £~IEGA7105

The above quotation, taken from Navy Regulations,
descrikes in a few hords the unique situation faced by a

Commanding Officer of a naval ship. He is personally held

responsible and accountable for the well-being and perform-

ance cf his crew. Shile the Commanding Officer is respon-

sible, he must, in practice, delegate tasks to his

subordinates. Delegation may be defined as the assignment

of authority and resionsibility to another person for the

carrying out of activities. The delegation of authority by

Commanding Officers is obviously necessary for the efficient

functioning of the ship since no Commanding Officer can

completely supervise or accomplish every task. The degree

to which any Commanding Officer will delegate is influenced

by many factors, such as the specific task involved, his

personal management style, and the inter-relaticnsbips,

personalities, and capabilities of the personnel. These are
'contingency" factors which each Commanding Officer will

take into account in deciding how much to delegate. There

14



are also scme generally accepted guidelines for effective

delegaticn. Responsitility for a task should be assigned to

the lowest level of the organization at which there can be

found sufficient ability and information to carry out that

task. for example, it would obviously be a waste of the

Commanding Cfficer's time for him to remain in radio central
screening all message traffic in order to read messages of
interest to him. Ee has delegated this responsibility to

radicmen via the chain of command. Should an important

message be lost, the Commanding Officer will hcld the

communications officer accountable.

A corollary to this rule is that for individuals to

perform their assigned tasks, they m.ust be delegated suffi-

cient authority. Tte communications officer in the example

above must te able tc determine training requirements, qual-

ificaticn requirements, and numerous other factors which

will enakle his division to effectiveli operate the communi-

cations guard. By accepting responsibility and authority,

the communications officer has also agreed to accept credit

cr blame for the performance of his division. As a manager,

the ccmmunications officer accepts accountability, not orly

for his performance, but for that of his subordinates.

Ihe scalar principle of the classical "top to tottom"

view of authority suggests that for delegation to wcrk

effectively, members of an organization must know where they

stand in the chain of command. This clear definitin cf the
lines of authority enable personnel to understand to whom

they say delegate, who may delegate to them, and tc whom
they are accountable. This "cleanness" of delegation tends

to prevent the existence of gaps, splits, and overlaps.

Gaps occur when a task is not assigned. The unassigned task

will either remain unperformed or will be performed by a

person who views the task as an "extra" burden. Sflits

15
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cccur when one task is divided and assigned to two organiza-

tional units. Overlaps occur when the same task (as a

whole) is assigned to more than one person. With splits and

overlaps, confusion cf authority and accountability becomes

probatle.

Tbhere are two significant barriers to delegation:

1) reluctance to delegate and 2) reluctance to accept dele-
gation. There are zany reasons why managers prefer nct to

delegate in any given situation: "I can do it better

myself"; "The younger managers aren't as level-headed as

they should be"' "If they don't handle it right, the whcle

organizaticn could suffer." The major factor preventing

delegaticn is insecurity. Managers are accountable for the
performance of their subordinates. Additional factors

preventing delegatioz include lack of managerial ability to

effectively delegate and lack of confidence in subordinates.

Uhe reasons that subordinates are reluctant to accept dele-

gation parallel those of the manager. The subordinate zay

be insecure and refer that the boss make all the decisions.

The !ear of criticism or personal fear of failure may also

encourage the subordinate to avoid acceptance of delegated

resposibility. The degree to which an organization

delegates effectively characterizes that organizaticn as
centralized or decentralized. Ernest Dale (1967) described

recentralization as a temporary curtailment of the power of

subordinate levels of management brought about by recession

or difficulties. ruring periods of recentralizaticn,
managers will more closely scrutinize subordinates to

I prevent mistakes which will tend to be more costly because

of the eivironmental situation.

During the early 1970's there were numerous indications

(USS litty Hawk, USS Constellation, and increased shipboard

sabotage ) that the traditioral chain of command had failed
to effectively manage the personnel problems of the day. In

6
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an effcrt tc resolve these prcbleas and reduce the likeli-

hood of future failures to communicate, Admiral Zuzwalt

initiated the master Chief Petty Officer of the Ccmmand

irogram. Figures 2.3 and 2.4 demonstrate the typical ship-

koard formal structuie before and after the Master Chief

2etty Cfficer of the Command program. In the shiptoard

structure tefore the implementation of the irogram,

perscnrel matters were delegated to the various levels of

the chain cf command.

0 I AP :ATTE ESB 0U T I N E P E R S O N NE L MATTEFS

figure 2.1 S![UCTORAL DELEGATION: PRE-MCPOC.

The Navy allows the Ccmmanding Officer to hold his chain of

command accountable for personnel matters. The Commanding

Officer gzants his chain of command the authority and

17
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.Z 77

responsitility of appropriately deciding which perscnnel

matters warrant his attention and which can be resolved at a

lower level.

x 1CPOC

IV OFF1r

RO T I N E PE R S 0 N N E L MAT T E R S

Figure 2.2 RECENTRALIZED STBUCTURE:POST-BCPCC.

W ith the introductior of the Master Chief Petty Officer of

the Ccmand, the Navy has directed the Commanding Officer

not tc rely solely upon the chain of command to Frojerly

filter the perscnnel information. The Commanding Officer

will ncw receive irfcrmation filtered only by the Master

Chief Petty Officer cf the Ccmmand. The Commanding Officer

and Master Chief Petty Officer of the Command are now the

officials deciding at what level the matter should be

resolved. Indeed, the recentralization occurs atove the

ship/unit level. The Master Chief Petty Officer of the

Command is responsitle to keep not only the Ccmmanding

Officer tut also the sguadrcn or group Master Chief Petty

Officer of the Command advised of matters of significance to

the enlisted community.

18
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B. DIVISION VS. FUNCTIONAL SBUCTURBE

Closely related to the question of delegation is the

issue of design of organizational structure. Modern organi-

zations are organized into two basic designs of structure,

functicnal or divisional. There is a third design which has

become very commcn but is really a combinaticn of the two.

The matrix structure attemits to combine the benefits of

divisional and functional designs. A divisional design

groups together into a given subunit, all of the activities,

skiils, expertise, and assets required to produce and/or

market scme organizational product. With this unity of

assets, it is much easier and faster to coordinate all

necessary activities. Accountability for organizational

goals is clear. A functionally designed organizaticn groups

* together into a given subunit, all of the assets of a

certain type to be redistributed to various organizaticn

activities !or use. With the functional design the organi-

zaticn can improve supervision, since managers will have to

le expert in only a narrow range of skills. It will be

easier to activate certain specialized skills and bring

these to bear on possible trouble spots. The major disad-

vantages of functional design is that coordination between

different functicnal areas must take place at a much higher

(and often remote) echelon cf management. Figures 2.3

and2.4 depict the design impact of the Master Chief Petty

Cfficer of the Command program.

The tasic design for shipboard organization is essen-

tiall7 a functional structure. If the Weapons Officer can
not maintain the guns in an operating condition, he will be

held acccuntable. If he can not account for the funds used

by his department, le will be held accountable. If he can

not mctivate his personnel to apply their efforts to the

ship's gcals, he will be held accountable.

19

* *.*.* ... . .. . .

.'-. • , '% , . -" . , - . . - ," . . . • I.- ,. ' - . 2.. - .. , ".. - ,- . , -.' . - . - .- - . J



-CO

fEWT
5- -E A.

CL

D I

A.. L-
oI

Figure 2.3 DIVISIONAL STRUCTURE: PBRE-CPOC.

. In the post-daster Chief Petty Officer of the Command

design, the shipboard organization is essentially unchanged

with one exception. There is now a functional line

" authcrity for enlisted personnel matters. While the divi-

sion leaders (department heads) had previously exercised

L sole authority over elisted ;ersonnel within their depart-

ment, ncw an authority copletely separate from their cwn
has functional authcrity foz enlisted matters.

C. SEAN Of SUPERVISICI

Span of supervisicn refers to the number of subordinates

who report directly tc a manager or supervisor. Henri Fayol

02-" 20
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I mcns_ ass Ps

CO

xOPO

CPSi WEA F ENG INLISTW sup
j~ffcer OfLi er fficer Personnel Officer

L mattersl

CF FIE R NESS I ERS.

Figure 2.4 ZUECTIONAL STRUCTURE: POST-MCPCC.

noted the need for different spans at different levels

within the organizaticn. Each foreman, for example, who is

deailm S with fairly simple tasks, may supervise twenty or

thirty rczkers, while each superintendent may only supervise

three cr four fcremen. LBef. 3] In selecting the correct

span, managers Eust consider act only the direct relaticn-

ships with the supervised people but also the numerous

combinations of relationships among all of those supervised.

The choice of the appropriate span of supervision is

important because it affects the efficient utilization of

both the manager and his subordinates and because it affects

the design cf the structure. Too wide a span will enccurage

overexterding managers, underutilizing subordinates, and
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Ireventing sufficient communications and interpersonal time

hetwEen the manager and at least some of his subordinates.
1oo narrow a span of supervision will underutilize the

manager, overextend the subordinate, and encourage excessive

manager-sutcrdinate interaction. Again referring to Figure

2.3, ire-Haster Chief Petty Officer of the Command structure

gave the Ccmanding Cfficer a "primary" span of supervision

cver the Executive Officer and department beads. with the

Master Chief Petty Cfficer of the Command, the span of

supervision has increased, admittedly by only one, tut a

very impcrtant one in terms of time and effort allocated to

interpersonal relationshi is and communications. The

Commanding Officer must now spend many hours discussing the

individual problems or concerns of his entire enlisted

complement. The Coamanding Officer will listen to matters

which ought to be (and maybe have been) solved at lower

levels of supervisicn. This implies that he will spend a

great deal of time with the Master Chief Petty Officer of

the Ccmmand; possitly to the detriment of his ctker

immediate or clcse sukordinates.

D. LIGIL IIIIAGEiENT

Leaders face two separate functional demands which have

teen latelled as "task sEecialization/social specializa-

tion," (Bales, 1956); "concern for people/concern for

Froducticn," (Blake and Mouton, 1964) ; "task orientaticn/

relaticnship orientation," (Fiedler, 1967); and "task

hehavior/relationship behavior," (Hersey and Blanchard,

1972). Amitai Etzicni ( 1959 ) advocated the use of dual

management in complex organizations. According to

dual-management thecries, individuals with strong task

criented styles of leadership tend to do well in task

oriented situations. This manager will apply whatever
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assets are necessary to successfully complete a given job.

Because cf his strong desire to et the job done, the task

oriented leader will not give appropriate consideraticn to

the needs of employees. Because he will be preceived as

uncaring by his subordinates, the task leader will not make

a good councilor. His subordinates will not trust their

needs tc this leader because the needs will not receive

sufficient consideration. Since the task leader is not told

about these needs, he will ccntinue to focus his attention

on the task, ignoring the nurturing aspects of leadership.

Likewise, the pecile-orietted manager, when faced with a

given situation, will resolve any iuestions based on the

impact tkey may have cn the well-being of his subordinates.

As tasks build up ard employees are burdened to an ever

increasing extent, the relationship manager will devote more

and mcre effort to resolving the increasing personnel Erob-

lems. Zlef. 4) In each of the scenarios above, the manager

is faced with the task of balancing separate and Eossilly

opposing reguireents. Recent theories suggest that every

manager las both orientations to some degree. Each conflict

that arises must be resolved based on the strength of the
particular manager's orientations. There are, however,

additicnal conflicts that arise besides that of task versus

zelationsbiE. Several studies have identified several types

of conflict common in almost all organizations: [Ref. 5]

1. Intrasender conflict occurs when a single
* supervisor presents a subordinate with an

incompatible set of orders or expectations.

2. Interender conflict arises when orders
or expectations frcm one person or group

oppose the expectations from another person

or group.
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3. Inter-role conflict occurs when the

different roles played by the same person

give rise tc conflicting demands.

4. Person-zole ccnflict occurs when job role

requirements run counter to the individual's

needs or values.

5. Role overload conflict occurs when the

individual is confronted with orders and

expectatiors which cannot be completed within

the given limits.

6. Role ambiguity occurs when the individual
is provided with insufficient or unclear

information about his responsibilities.

The effects of these conflicts on organizations and individ-

uals is %ell documented. Role conflict and ambiguity causes

decreased job satisfaction and increased anxiety. Ambiguity

and inconsistency raises the anxiety of subordinates, causes

less favczalle attitudes towards supervision, and lowers

roductivity. [Ref. 6] John Senger recognized the existance

of this role conflict and ambiguity problem in the U. S.

Navy and attempted to document the manner in which the

conflict was resolved aboard snips. Senger theorized that

the social and task functions were divided between the

Commanding Cfficer and Executive Officer. He enccurased

industry to return to the concept of "assistant-to-the-

president" in order tc have a second-in-command available to
facilitate the sharing of the social and task functions.

The main point here is that the dual management reccmmended
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hy Senger is shared between the top two figures with line

authority. [Ref. 7]
In the pre-Mastex Chief Petty Officer of the Ccmmand

Navy, the cnly individual specifically tasked to see to the

social and emotional needs of the enlisted personnel was the

Commanding Cfficer. How he accomplished this function was

through his chain of command, with a couple of safety valves

(i.e. the Chaplain cx the Commanding Officer's open-door

policy). In every decision, the Commanding Officer had to

weigh the factors of task requirement and social impact. In

turn each of his sutcrdinates had to balance these factors

at a subordinate level. Sometimes the overall situation

made it easy to balance the demands. More often, however,

the demands created scme degree of conflict. The conflict

was ncrmally identified at the junior management level. for

example, the Chief Eetty Officer would tell the division

officer that task demands (paint chipping) were not reccn-

cilatle with the social needs (well deserved liberty) of the

men. The division officer would either 1) pass the conflict

to the department head, 2) make a decision in favor of

either task or social requirements and accept the ccnse-

quences, or 3) resolve the conflict in terms of some degree

Cf ccuprcmise. This basic scenario can be applied to every

aspect of the organi2ational and individual needs inherent

aboard ships. The Chief Petty Officer of a division must

continucusly weigh the requirements for training, cleaning,

maintenance, operaticn, socialization, individual fulfill-

ment, recognition, reward, sense of belonging, and many

cthers.

With the introduction of the Master Chief Petty Officer

of the Ccuuand Frogram, the dual management idea takes on

new meaning. The Cczmanding Cfficer (and Executive Officer

depending cn the individual arrangements) must still under-

stand and resolve the conflicts of task and social-emotional

needs of the ship. However, below the Commanding
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Officer/Executive Officer level, the conflict is resolved

via a structural change in the organization. The Commanding

Officer and Executive Officer will without fail, delegate

the task requirements to the chain of command. However, in

a numter of areas (as highlighted by Section C of CPNAVINST

5400.37C) the Commanding Officer and Executive Officer will

delegate the social-emotional needs to the Master Chief

Petty Officer of the Command. The results of the senior

cfiicer interviews supports this theory. It is a wide

spread practice to have the Master Chief Petty Officer of

the Ccimand "supervise" or "run" the retention team, the

awards loard, the Sailor of the Month program, Family

Services prcgrams, aEd even the NJP review process. hile

almost every Master Chief Petty Officer of the Ccmmand

conducted these programs "through the chain of command,"

very few stated that they routinely worked with the division

officers or department heads. Master Chief Petty Officer of

the Ccmmand generally took care of these "enlisted matters"

by working with the Chief Petty Officers. Figures 2.5 and

2.6 demonstrate the ispact of the Master Chief Petty Officer

of the Ccmmand program in terms of dual management. The

pre-Master Chief Petty Officer of the Command diagram shcws

every eckelon of the chain of command sharing the burden of

role ccnflict.

The post-Master Chief Petty Officer of the Ccmmand

diagram shows the task and social requirements being sepa-

rated at the Commanding Officer/Executive Officer level and

to a limited degree ccming together again at the Chief Petty

Officer level. Additional discussion on the role conflict

resoluticn will be provided in each of the follcwing

chapters.
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Figure 2.5 DUAL LEADERSHIP STRUCTURE: PRE-MCEOC.
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Figure 2.6 DUAL IEEADERSHIP STRUCTURE: POST-MCPGC.
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Ill. POLITICAI PS ECTIVE

Good Managers...are tle keys to an organization's success.

are Lot motivated by a need for personal

aggrandizement, or by a need to get alcng

with subordinates, but rather by a need to

influence others' behavior for the gccd of

the wbcle organization.

want lower.

* [Ref. 8)

A. DhliNI[IONS

The zather small amount of scholarly writing regarding

power in crganizaticns prior to the last decade indicates

that this aspect or organizational reality was not well
recognized. The quantity and diversity of the writings in

recent years indicate that power is not well understocd.

Power is not tangible. You can not show it cn an organiza-
tional chart. It is not easily measured by survey or inter-

view. It xay not be identified even over long pericds of

casual observation. Observed or not, it can be felt by all

who have it and all who yield to it. Definitions of lower
vary amcng theorists. Generally, they agree that lower is

the ability of one person (cr group) to influence the
acticms cr eliets of another person (or group). Some theo-

rists qualify the definition by adding that the acticns or
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keliefs influenced wculd not otherwise have been taken or

accepted; that the action is directed to desired outcomes;

that lower must be exercised to be present; or conversely

* that power does not have to be exercised to be present.

" [Ref. 9] For the purpose of this project, the authcr will

use the following definition of power:

The ability (or iotential) for one individual (or

giouE) to influence the actions of another indi-

vidual cr group in a direction desired by the holder

cf pcwer.

Authcrity is often used synonymously with power. While

these ccnceits are clcsely related, an understanding cf the

difference Letween tlem is critical to an understanding of

the pclitical perspective of an organization. Authority is

more structured and restricted than power. Authority can be

used to influence others therefore, (in keeping with the

definiticn above) it is a subset of power. Authority is

generally vested in organizational positions and is trans-

ferred quid pro quo with succession of incumbents.

finally, before discussing the political perspective of

an organization, tte term "politics" must be understocd.

Politics in the context of organizational reality does not

necessarily involve kissing babies and making speeches as is

normally attributed to the public arena. Organizational

politics involves activities to gain, expand and utilize

power which, coupled with other resources, is employed to

influence the activities of the organization in the

preferred direction cf the power holders. [Ref. 10]

B. SCURCES OF ODGANIZATIONAL POVER

Assusing that individuals or groups in an organizaticn

will want to influence others in the direction of
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organizational goals, it becomes critical to understand uho

can citain power, how they can obtain pcwer, from whom tkey

can obtain power, and over whom they can exercise power. In

turn, one must be able to identify the source(s) of power in

that organization.

J. £. P. French and R. Raven have provided what is
probably the most widely known theory of the sources of
power. They identilied six categories of sources:

L£ef. 11]

1. Coercive Powz is based on the follower's perception

that the power holder can punish him. The punishment can

take many forms including: reduction in pay, suspensicn,

termination, demotion, incarceration, etc. The punishment

will be unpleasant and deny or reduce the follower of cne or

more of his preceived needs.

2. Reward Power is based on the follower's perception

that the pcwer holder can reward him. The reward car also

take many fcrms including: increased salary, improved work

conditicns, recognition, additional recreation time, promo-

tion, etc. The reward will be pleasant and help fulfill or

increase one or more cf his preceived needs.

3. jxpert power is based upon the followers belief that

the jcwer holder has special knowledge or expertise which

can be used to meet the preceived needs of the fcllcwer.

For example, if a car owner can not repair his automobile

engine, the local mechanic will enjoy power over the car

cwner. 7he power will be wielded to command monetary

remuneration.
4. .. f.eej pet ,yer is based on the follower's desire to

identify with a charismatic or respected person. The char-

ismatic person holds power over the follower to the extent

that he can influence the fcllower's actions in return for

the "rivilege" of ccntinued association. John F. Kennedy

is certainly the most famous example of referent power tut
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referent power is alsc common place. Youngsters are cften

influenced to act cut of character because of the referent

power exercised by playmates.

5. Ae_2esent.iv power= is given to a person by another

perscn cr group with an implied agreement that the
"folJcwers" will continue to follow as long as the power

holder stays within certain guidelines of group desires.

The fcreman of a jury is granted representative power by

fellow jurcrs. He will retain this power as long as he

stays within the general guidelines of the group desires

(i.e. majority rule, and anonymity)

6. leqitimate pwer is based upon the follower's values

which convince him that the power holder has a legitimate

"right" to influence and that the follower is "bcund" to

accept. Legitimate lower is the basis of the subset called

authority. Emergency vehicles exercise legitimate power

when they influence vehicles to pull over to the right hand

side cf the road. Automobile drivers do so because ttey

know that it is the "right" thing to do.

A person may be able to influence another based on any

one of the conditions listed above, or any combination of
the bases. In organizations, management frequently exhibits

* power characteristic of several of the bases. Power

acquired from one base augments and stablizes power acquired

from cther bases. A corporate executive has power because

employees telieve it to be right for him to have power

*(legitimate); because he can hire, fire, and promote (reward

and coercive); because he can give them inside information

about ccrporate matters (expert); because they would like to

he associated as being a part of his team (referrent) ; and

- because he can engage in activities which will increase

profits or some other measure of corporate well-being

(representative). Individuals will obviously be influenced
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more cr less on different types of power depending on their

elaticnshij with the power holder.

Rcsatreth Kanter has expanded on the French and Saven

power source theory. She adds two additional or special

sources cf power which apply in an organizational context

rather than an interpersonal situation. these

organizaticnal sources are: activities and alliances.

AGt.11tAs is power source can be categorized into three

tasic types. Extraordinary activities are those engaged in

for the first time, such as filling a new position, esie-

cially if the positicn is located in the higher levels of

the management hierarchy. Involvement in orgAnizational

changes, either structural or personnel and participation in

activities which invclve personal or organizational risks

will increase the 1cwer base of the eaployee. Visitle

activities increase an employee's power base by attracting

attenticz or notice to what contributions the employee makes

to the organization, thereby increasing the preceived depen-

dence upcn that employee. Visibility will actually serve as

a multiplier cr enhancer of other power bases. belevant

activities closely jarallels visible and extraordinary

activities. If an employee is engaged in activities which

top management believes are "crucial" to the organization's

well-being, the emplcyee will enjoy extraordinary visibility

and increased status and power. Kanter's activities

concepts will be better understood after discussion on the

power and dependency concept in the next section.

The seccnd organizational source of power identified by

Ranter is allances. Alliances allow employees tc Fccl or
share power with fellow employees. Alliances can be estab-

lished with peers, sutordinates, or seniors. Alliances with

peers can increase the ability one has to influence

resources of an organization towards desired goals. Peer

support will reduce the degree of dependence one has on

3.3
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seniors cr subordinates especially in meeting one's needs

for affiliation and Esteem. Alliances with subordinates

enables one to extend his influence via the alliance

network. Cubordinates can improve the resources available

to an allied boss fcr the execution of his tasks, again

reducing his dependence on other sources. The greatest
power enhancer is prcbably the third category of alliance,

the alliance with a senior in the organizational hierarchy.

An allied senior can provide significant informaticn,

visibility, and status.

A significant amcunt of power is available to the higier

management levels of an organization. Managerial power is

no different from power existing in any other relaticnship

in so far as the sources of that power. However, it may be

helpful tc discuss managerial power in four general

categcries: [lef. 9]

1. Fcxral positicnal powers exist as the legitimate

rights, responsibilities, and perogatives granted to

managers. Thel are held responsible for many aspects

ci the organi2ation therefore, they will have apro-

priately broad authority.
2. Resources can be used by management to reward or

punish, increase or decrease dependence, and to

improve the status of the project/workcenter or of a

particular individual or group of individuals.

3. Ccntrol of decision Emises enables managers to

place contraints on the decisions made at lower

levels. Not only the amount of decision premises

ccntrolled but the timing of the release of these

premises can empower subordinates. Control ci infor-

maticn is a special case of control of decision prem-

ises. Communications is the key to any organizaticn.

if there is nc information flow, there is no organi-

zaticn. Information comes into the organization from
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the environment. It is transmitted within the crga-

nization in numerous formal and informal ways. Ihe

mcre information relevant to the functioning of the

organization that any single member has, the more

lcwer he will have within that organization.

4. Ex.frience is the common tera referred to in identi-

fying a key trait of a successful manager.
Experience is, in reality, the acknowledged cjpcrtu-

nity an individual has had to obtain expertise,

legitimacy, broad information, and many other assets

which enhance lower.

[Ref. 12'
te flaw in the trench and Raven theory is the implicit

treatient cf power as an attribute of a person or as a

static relationship between individuals. Personal traits,

skills, positions, or expertise which may be relevant in one

relaticnship may not be relevant in another. Likewise,

within a given relationship, the relevance of a base of

power in one situaticn may he entirely independent of the

relevance cf that base of power in another situation.

C. DPINDENCE AID PCIER

Belaticnships in every facet of social interacticn are

deterzined by mutual dependence. If there is absolutely no

mutual dependence between individuals, they have no rela-

tionship and they exercise no influence on each other. 7he

mutual dependence does not have to be significant to suFpcrt

a relationship. Two strangers entering an elevator are

mutually dependent tc the degree that the individuals want

to be in a polite environment. The presence of the other

passenger will influence each to abstain from "rude"
behavior. Each passenger is in a position, to some degree,

to grant or deny, facilitate or hinder, the other's wish.

Power to influence tie other is based upon the control over
that which he values (environment). [Ref. 13]
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Iwo variables function jointly to determine the depen-

dence that cne ;erscn will dave upon another. The depen-

dence of one person cn another will increase proportionately

with an increase in the importance of the needs met in that

relationship. For example, a "casual" marijuana user will

show very little dependence on a dealer while a heroin

addict will show great dependence on his pusher. Dependence

will decrease proportionately with an increase in the avail-

ability cf cther sources of need satisfaction. Continuing

with the example above, if the heroin addict discovers cther

pushers willing to suiport his habit, his dependence on the

origital pusher is diminished.

Power can now be defined as the amount of resistance on

the part of the follcwer which can be potentially cverccme

by the power aolder tecause of the follower's dependence.

This power does not have to be exercised to be present.

When exercised, the power is not limited to the object of

dependence. In the drug example, the sole supplier of becin

can izfluence the addict in matters of theft, prostitution,

or nuterous other "unrelated" aspects of the addict's

kehavior.

An important aspect of dependency based power is that

one perscn does not have to be independent (or even less

dependent) of the cther in order to have power over that

person. The obvicus example is that of a marriage.

Although the dependence may be perfectly mutual, each spouse

has lower to influence the other under various circum-
stances. Power is present but it is balanced at equal

levels. Another possible situation could exist if cne

person enjoyed a power advantage over another. This situ-

ation can also exist in a perfectly satisfactcry and

balanced relationship. For example, in a romantic relation-

ship, ce person might have a much higher need for the

affiliation provided in the relationship and therefore nave
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a greater dependence cn the other person. The less depen-

dent partner will exercise a lower advantage over the tore

dependent. This relationship will remain in balance

however, as long as the power advantage/disadvantage is

propcrticnate to the independence/dependence relationship.

When the power advantage is exercised, the more dependent

partner may find that relationship unacceptable in its

present form. four changes in the relationship can cccur

which will kring the lower back into balance:

1. Ike zore dependent partner can devalue those needs

met by the otler, thereby reducing his dependency.

2. The more dependent partner can devalue the needs

causing his resistance to the other therby negating

the need to exercise power.

3. The less dependent partner can increase the value of

his needs met ky the other thereby reducing the lower

advantage.

4. The less dependent partner can devalue his own needs

(for which be was exerc.ing power) thereby negating

te need to exercise power.

D. ZCWEB AND HAVAGENINT

The Guotation at the beginning of this chapter states

the necessity to give adequate attention to the power moti-

vaticns cf managers. Reducinj that quotation somewhat sakes

the case even harder:

Gcod managers are the keys to an organizaticn's
success (and they) want power.

John Atkinson (1964) proposed a model of motivation tased on

the principle that adults apply their potential capabilities

depending on their relative strengths in three basic drives:
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7be need for achievement motivates people to do things

themselves; the desire to do something better or more effi-

ciently than others can do it. This motivation will seek

concrete, short-term feedback.

The need for affiliation motivates people t-) establish

and nurture positive relaticnships with others. This xoti-

vation will seek comfcrtable processes and a safe and secure

envirorment. The person motivated by affiliation needs

makes a good "team player."

The final motivation identified by Atkinson is the Lower

motivation. Power gotivation is the desire to influence

others. Unlike the achievement motivated person, the power

motivation does not seek success in completing a task.

Power motivation is aimed at getting a task complete, tut

* not by one's own effcrt.

[Ref. 141

In a study of Aterican management motivation, managers

participating in management workshops were categorized by

their aotivation drives and their relative success as judged

by their seniors and peers. The conclusion was that

managers will possess a high need for power. This need must

be disciplined and directed toward the benefit of the orga-

nization rather than the personal aggrandizement of the

manager. This need for power must be greater than the

manager's need to be liked. The successful manager should

influence others' successes more than achieve new goals

himself cr socialize with his subordinates. In this study,
conducted by David McClelland and associates, not only %as

power motivation in managers found to be more important than

affiliation in determining the organization's success,

achievement needs were also found to be more critical than

affiliaticn needs. The dominance of power motivation over
affiliaticr motivation was evident in 80 percent of the

"good" managers as ccmpared to only 10 percent in the pcorer

managers. [Ref. 15]
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Good managers have a need for power. Where does it come

from2 Managers obtain power from the same power sources as

everyone else. See Table IV helps to summarize the organi-

zational design factors which can enable or limit power

distribution in an crganizaticn. The design of positions

(or billets) at every level in the organization is important

because sower enables the employee to be productive. This

is critically true fcr management positions. Managers need

sufficient Fower and latitude to perform thier jots well.

[Ref. 12] If the distribution of power is not closely

aligned with the distribution of organizational responsibil-

ities, key members will not nave sufficient power to execute
their respcnsibilities and the organization will not be

effective.

E. ECREE AND THE NASIER CHIr OF THE COMMAND

khile discussion of political considerations in the

U. S. Navy may sound like heresy to many career Navymen, the

only tacc broken would be the discussion, not the exis-

tence, cf political reality in the Navy. Politics has

enabled Admirals to become Chief of Naval Operations. There

is ncthing iaherentlj wrong with that because the Chiefs of

Naval Operations can use thier power for the good of the

U. S. Navy and American citizens. On a smaller tasis

personnel assigned to ships have the same need for pouer at

their level. In order to structure the discussion of the

political implications of the Master Chief Petty Officer of

the Ccmmand program, the author has divided shipboard

personnel irto five interest groups:

1. Ccmmanding Officer and Executive Officer

2. Master Chief Petty Officer of tae Command

3. Chief Petty Officers

4. Ezlisted Perscrnel
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5. Junicr Officers (including department heads)

While every power source will not be discussed for each

group, thcse which the author feels are particularly

affected by the program will be addressed in the fcllcwing

secticns.

1. Ccmmandinq Officer and Executive Officer

The Commanding Officer and Executive Officer are

grouped together because these are the two officers aboard a

ship who exercise authority over the entire compliment of

personnel assigned, cfficer and enlisted. Each Commanding

Cfficer and Executive Officer will have their own style of

implementing the Master Chief Petty Officer of the Ccmmand

program, and will therefore experience some variations in

the pclitical impact cf the program. In general, Commanding

Officers and Executive Officers will act as a top team with

shared interacticns iegarding the Master Chief Petty Officer

cf the Ccmmand and all other matters.

"hat has been the effect of the daster Chief Petty

Cfficer of the Command program on the power of the

Commanding Officer and Executive Officer? Obviously, the

authority or legitimate power basis has not changed. The

expertise cf the Commanding Officer and Executive Officer

has nct teen changed. The power to coerce is still present

and the desire fcz people to be associated with the

Commanding Cfficer and Executive Officer has probably not

changed. 1he author, however, feels that many of the cther

power bases may have teen altered.

The Commanding Officer and Executive Officer have

always had the ability to reward personnel assigned to them.

rewards include: vertal praise letters, medals, increased

;romotion likelihood, and assistance in obtaining the best

"next jot." Prior to the Master Chief Petty Officer of the

Command program, the Commanding Officer and Executive
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Cfficer relied upon the chain of command to initiate and

sponscr rewards presented to the Commanding Officer and

Executive Cfficer. The junior managers controlled the

reward activities of the Commanding Officer and Executive

Cfficer to the degree that they withheld informaticn which

might justiiy or negate reward considerations. For example,

the Captain would tell the leading boatswain's mate that he

did a good job, only when the First Lieutenant or Weapons

Cfficer bad informed him that the sailor was deserving of

recognition. With the introduction and expansion of the

Master Chief Petty Cfficer of the Command program, the

Commanding Officer ard Executive Officer are now much more

capable cf applying rewards independent of the chain cf

command. In some cases they may even be more capable than

the chain cf command supervisors because the Master Chief

Petty Officer of the Command is not involved in the many

task-related aspects of the job that the chain cf ccmmand

managers are. The Master Chief Petty Officer of the Command

can tterefore expend significantly more effort in lccking

for ,'rewardable" performance and in the administrative

requirements to make those rewards come to fruitition.

The Commanding Officer (and Executive Officer to a

lesser degree) exhibits representative power when he speaks

for his ship. If an Admiral comes on toard and the

Commanding Officer says, "We are happy to have you here,"

the crew will support the notion that the Commanding Officer

is speaking for all hands. 1his power can be lost if the

Commanding Officer overcommits himself. If the Cczmanding

Cfficer were to intzcduce the Admiral and say, "We would

like fcr you and your stafI to arrange for us to serve as

flagship fcr your uEcoming deployment," the crew would

disqualify his representation powers by numerous "under-
breath" ccmuents, mcans, and groans which would tell the

Commanding Cfficer and the Admiral that the comment was rot
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representative of tle crew. The Commanding Officer bas

always teen able to speak as the representative of his ship

to some degree. With the introduction of the Master Chief

Petty Officer of the Command, the Commanding Ofiicer has a

direct link to the enlisted community. Because this link is

present, the Commanding Officer can speak "for the crew"

with more credibility. When he approaches the point where

he may threaten his representative power, the possibility

that he really dces have some empirical data to support his

statezent may prevent dissenters from voicing their

objecticns.

Cne of the uajor advantages of the Master Chief

Petty Gificer of the Command program is the alliance which

the Commanding Officer can form with the Master Chief. 1he

Commanding Cfficer can speak using not only his legitimate,

expert, and other pcwer; he now speaks with the iiplied

concurrence of the man who's sole responsibility it is to

watch for the welfare and morale of the enlisted ccmmunity.

All hands "know" that the Master Chief represents their best

interest, so if he supports the Commanding officer's posi-

tion cn some issue, personnel will more readily accept the

position of the Commanding Gfficer. In industry, the same

purpose would be served if Crysler's Lee Iaccoca could

present all policy matters with U.A.W. President Lane

Kirkland standing at his side. In the Navy scenario, the

Commanding Cfficer has the best of both worlds; he has the

"employees'" representative standing beside him and he knows

that the representative is going to be cooperative and

supportive.

The Executive Officer has the opportunity to form an
alliance of a somewhat different nature. Since the Master

Chief Petty Officer ct the Command has no task responsitili-

ties and, in accordance with the instruction is to be

involved in most of the "people" programs, the Executive
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Officer can increase the power base of the Master Chief

Petty Officer of tie Command in exchange for the Master

Chief Petty Officer cf the Ccmmand's assistance ir many of

the administrative/personnel matters which traditionally

inundate Executive Officers.

The Commanding Officer and Executive Officer used to

rely cn the chain of command and informal lines of communi-

cations to obtain all of the information they required to

effectively execute their duties. Likewise, all members of

the command were dejendent on the Commanding Otficer and

Executive Officer tc provide the guidance and "strategic"

focus ujcn which the routine oerational decisions could be

made. The Commanding Officer and Executive Officer held the

decision premises over all others and the information was

disseminated on a "need to know" basis. With the introduc-

tion of the Master Chief Petty Officer of the Command

program, the Commanding Officer and Executive Officer still

maintain their conticl of information but they are now

capable cf providing that information to the Chief's mess or

even the mess decks, without involvement of the chain of

command. Figures 2.4 and 2.6 demonstrate these lines of

communicaticns.

The impact of the Master Chief Petty Officer of the

Command irogram is mcst obvious when the Commanding Officer

and Executive Office evaluate their dependencies on the

chain cf command before and after the program. Indeed, the

impetus for the original Senior Enlisted Advisor prograz was

Admiral Zumwalt's desire to reduce his dependence on the

chain cf command for information regarding the enlisted

community. With the Master Chief Petty Officer of the

Command actively and routinely attending to perscnnel

matters, the Commanding Officer has the option of reducing

his dependence on the department heads and division offi-

cers. If a particular Chief Petty Officer is not perfcrming
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in a satisfactory manner, the Commanding Officer can have

the chaim cf coamand address the kroblem or he can cpt to

have the Master Chief Petty Officer of the Command address

the iroblem. The chain of command is no longer the scle

source of management intervention. Therefore, the

Commanding Cfficer's dependence on the chain is reduced.

2. aste Chief Fett Cfficer of the Command

The power shift in favor of the Master Chief Petty

Officer of the Command may seem obvious and precisely as

intended by the sponsors of the program. However, in an

effort to present a complete picture of the Folitical

perspective, the author feels obligated to cover this

aspect. It is important to keep in mind that a great deal

* cf power was exercised by the senior enlisted person long

before the Master Chief Petty Officer of the Command

irogram. This power was often exercised in informal chan-

nels and was less high-lighted than it is under the new

program but it was most certainly present.

The senior enlisted man of ten years ago had the

ability to restrict liberty, take subordinates to mast via

the chain cf command, and even put in a bad word to the

Commanding Officer. The Master Chief Petty Officer of the

Command cf today meets regularly with the Commanding Officer

and Executive Officer and can discuss any matter which might

affect the enlisted community. The Master Chief Petty

Cfficer of the Command can influence the Commanding Officer

and Executive Officer on matters of reward, rescurce

allocaticn, punishment, etc.

The degree to which the Commanding Officer and/or

Executive Officer can be influenced by the Master Chief

Petty Officer of the Command will define the Master Chief

Petty Officer of the Command's coercive power. The oppcrtu-

nity to attempt to influence the Commanding Officer and
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Executive Officer is &resent as it always has been. However,

now there is little cz no risk involved in the Master Chief

Petty Officer of the Command's attempt. If he is successful

in his attempt to influence, he can bring significant
punishment to bear. If he is not successful in his attempt,

he is safe from reprisal because he is responsible only to

the Ccmmanding Officer and Executive Officer.

As in coercive power, the Master Chief Petty Officer

of the Ccmmand has reward power in proportion to his ability
to influence the Coamanding Officer and Executive Officer.

Additionally, through his participation and/or chairmanship

of the varicus personnel boards he can be the key factor in
many awards. He will probably be the primary control roint

for tie striker selection board, the Enlisted Surface

Narfare Specialist kcard, the Awards board and others.'
Enlisted personnel interested in receiving these awards; and

chiefs and officers interested in helping their assigned

perscnnel in obtaining these awards, will have some

dependence on the Master Chief Petty Officer of the Command.

The expert power of the senior enlisted perscnnel of

the Navy has always been recognized and is increasing as

rapidly as the technical aspects of naval warfare. The

expert power exercised by senior enlisted personnel is

enhanced by the criticality of their rate and relevance of

their "ob to mission accomplishment. On a guided missile

cruiser, a chief boatswain's mate will exercise some expert

power but possibly act a great deal. Place that same chief

aboard an amphibious tank landing ship and his expert power

will ke routinely emphasized.

Ihe Master Chief Petty Officer of the Command may

come may come from any rating background. If he serves as a

collateral duty Master Chief Petty Officer of the Command,
he will retain the expert power base associated with his

rate. He will also gain additional expert power as the

"authority" on enlisted matters.
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The referent power exercised by the Master Chief

Petty Officer of the Command is significant. The Commanding

Cfficer and Executive Officer will want to be associated

with the Master Chief Petty Officer of the Command on a very

positive basis. This relationship will serve as a symtoiic

statement of the Cozmanding Officer's interest and concern

for the crew. If the Commanding Officer can not establish a

good public image witt the Master Chief Petty Officer of the

Command, he could lcse a great deal of credibility with

cther enlisted personnel and with his seniors. Other people

on the ship wil also be concerned about having a good

rapport with the Master Chief Petty Officer of the Command.

Fellow Chief Petty Cfficers will enjoy increased status if

they asscciate with the Master Chief Petty Officer of the

Command. Since he is obviously successful and influential

himself, if they are considered one of his "associates,"

they will gain also. The Master Chief Petty Officer of the

Command enjcys increased power because of this situation.
Ey virtue of CPNAVINST 5400.37C, the Master Chief

Petty Cfficer of the Command is the reeresentative of the

enlisted ccmunity. The Master Chief Petty Officer of the

Command is generally given a great deal of representative

power but the power may not be indicative of his true

ability to represent the enlisted community.

Cne of the mcst interesting and significant findings

in the azalysis of the NAVSURFIANT survey is that the Master

Chief Petty Officer cf the Command may be poorly suited to
fuliill the function of enlisted representative. There are

persuasive indications that the Master Chief Petty Officer

of the Command has more in common with the Ccmmanding

Officer ard Executive Officer than with the enlisted

perscnnel. In fact, the responses to several of the

questions (presented in Table III)
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II

Survey Eesults Profile Comparisons

-The contents of this table are excerpts from the
survey results provided in Appendix E. The nunters in
each row indicate the percentile breakdown of the grours
indicated. The answers to guestions 7 8L and 9 indicate
who the respondents feel would be the Lest official to
handle a particular situation. The answers to questions
15, 16, and 22 indicate the degree to which respondents
aqree or disagree with sce policy or aspect within
their ccmmand. Note the relative similarity hetween
of the percentile spread of Commanding Cfficers
and MCIGC (s) as compared with other respcndents.

Question 7

Tc whom to report racial discrimination

Cczmanding officer ** 17 67 17 **
1CECC 07 07 67 07 13
Seamen/Firemen 07 27 19 25 22

Question 8'
Cttaining " feel I for crew reaction to policy

Ccmmanding officer ** ** 99 ** **
MCECC ** ** 93 07 **
Seamen/Firemen 13 29 40 16 02

Question 9
Who test understands enlisted values

Cczmanding Officer 17 ** 17 17 50
MC 0C 07 * 29 21 43
Deartment Head ** 20 40 15 25

Questicn 15
Appropriateness of CPO privileges

Commanding Officer * 17 83 ** **

MCICC 13 20 60 07 **
Seamen/Firemen 03 11 57 20 08

Question 16
AEpropriatenezs of junior officer privileges

Ccimanding Officer ** ** 99 ** **
I1CECC 07 07 67 20 *
Division Officez 12 32 48 07 02

Questicn 22 I
How well is chain of command enforced

Ccumanding Officer 40 60 ** ** **MCE CC 40 33 13 ** 13
Seamen/Firemen 06 24 41 17 12

indicate that the traditional chain ot command is more
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likely to understand the needs and motivations of the junior

enlisted man than is the Master Chief Petty Officer of the

Command. These results are discussed in detail in the human

resources perspective. Regardless of the accurateness of

the Master Chief Petty Officer of the Command's representa-

tion, be still enjoys significant representative power

because he is the designated representative and unless he

Zisuses this power, te will be able to rely on it.

Any Commanding Officer who has ever ccmmanded

successfully has understood the power and importa-nce of his

senior erlisted man. Every good Commanding Officer makes

the effort to establish scme informal communications with

his key chiefs and others. The Master Chief Petty Officer

cf the Ccmmand program added a legitimate label to a rela-

tionshi; which has always been critical. The Master Chief

Petty Cfficer of tle Command not only influences the

Commarding Cfficer outside the chain of command, he dces so

legitizately because cf the program.

The Master Chief Petty Officer of the Command activ-

ities are a key ingredient of his power. His attendance at

department head meetings, presence at ceremonies, and

participation in the Master Chief Petty Officer of the

Command chain of command defines his role in the organiza-

tion as cne involved in the "strategic" management of the

organization. The wide variety of activities and the lack

of any routine requirement.t shows people that he is not

confined to operational agendas. The only personnel on

toard who demonstrate a wider range of activities are the

Commanding Cfficer and Executive Officer (and maybe not even

the Executive Officer). Table IV presents a listing of

job design factors and tae way they affect power distribu-

tion. Note that task variet1 , relation of tasks to current

problem areas, focus cf tasks, and participation in ccnfer-
ences and meetings add to the power base of the irdividual.

0
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7he asterisk indicate the author's interpretation cf where

the Master Chief Petty Officer of the Command billet, as

described in OPNAYINS7 5400.37C, is relative to each design

factor.
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TABL. II

Billet DEsign Contributions to Power

This tatle summarizes the impact of certain orgari-
2aticnal activities and billet design zactors. The
asteriks rep resent the author's estimate cf how the
MCPOC rates " cn each factor.

OLE IC2IVIIIES Generates Generates
rESIGN TACTCRS Powert Powerless

dhen -NessFac tor When
Is Factcr Is

?r-c -nt in t " -zeE11V---------
- e-- many

UsI-aI'17Zd-5~ie --- many' W -an

nonroutine decisions few many***

current roklem areas central *** peripheral

Thysical location central *** distant

oT'6"-a ZTI IM-p ~ UFZ!Ts - -5T -j nrv - - -lo w

proqrams,ccnferences, high *** low
mee ings

of sukcrdinates N.A.) high lowI* (N.A. for MCPOC since he has nc subordinates)
[Ref. 12]

With the Master Chief Petty Officer of the Ccmmand
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workirg directly with the Commanding Officer and Executive

Cificer, he has an excellent opportunity to form alliances

with these cfficers. He has the opportunity to form ctter

alliances with departzent heads, division officers, chief

petty officers, and the enitre crew. Most likely, however,

the Master Chief Petty Officer of the Command is going to

most closely align with the Commanding Officer and his

fellow Chief Petty Officers. There are excellent reascns

for this alliance preference.

I. The Commanding Officer is most likely the man closest

in age and experience (length of service) to the

Master Chief Petty Officer of the Command.

2. Bcth men are more likely than others to have cbtained

the jositions for which they had set goals in their

early adult years.
3. Bcth men are essentially free from peer competition

cm kcard their unit.

4. Beth men are beyond the administrative, mundane, and

rcutine aspects of management.

As demonstrated by Table II, the results cf the

COMNAVSU.FLINT survey strongly indicate an alliance of

interests and opinicns between the Commanding Officer ard

Master Chief Petty Cfficer of the Command. While the

results listed in the table are not statistically signifi-

cant, the author believes that they do indicate a closeness

of beliefs and opinions between Commanding Officers and

Master Chief Petty Cfficer of the Commands which supports
their alliance formation.

respite the tioad interests and activities assigned

to the Master Chief etty Officer of the Command, directives

do not specifically assign any personnel resources for his

control. In reality, the Master Chief Petty Officer of the

Command draws whatever resources he may require from

perscnnel assigned to divisions.
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7he 3aster Chief Petty Officer of the Ccmand

obtains information from all levels: the Commanding

Cfficer, the Executive Offi squadron, group, and/cr force

Master Chief Petty Officer of the Command, chiefs quarters

and individual sailors. He is present at many meetings,

including department head meetings. The information he

acquires from all of these sources may be very useful to

cthers wbc do not have these information resources. The
Master Chief Petty Officer cf the Command exercises consid-

erable Ecwer based ujcn his access to decision premises. He

knows why decisions were made and what factors were taken

into account. In the author's ozinion this could very well

he his greatest tool.

3. Chief Petty Cfficers

lie Chief Petty Officers have experienced effects of

the Master Chief Petty Officer of the Command prcgram in

several ways. The sezior Chief Petty Officer has tradition-

ally held the position (either ex, licitiy or implicitly) of

"Mess President" for the Chief's Mess. He was traditionally

the chief to officiate at Chief Petty Officers' initiations,

and to speak for the Chief's mess when requested. The

Master Chief Petty Officer of the Command program has

however, altered tle traditional position, at least in

degree.
Irior to the Master Chief Petty Officer of the

Command ;rogram, tle Chief Petty Officers could exercise

coercive power on sutordinates to whatever degree he felt

that his chain of couzand would support him. There was, of

course, the ability for every sailor to go beyond each level

in the chain until reaching the Captain. The sailor might

risk reiercussions for going "over the head" of some cZfi-

cials, hut he could weigh those risks against his needs for

a certain decision and proceed accordingly. The chief also
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often exercised coercive power over his division officer.

The chief could go cver the division officer's head and

appeal to the department head. Not only would the division

officer risk having his decisicn overturned, but there was a

risk that the department head would see the officer as

unable tc manage his division. The chief could alsc coerce

certain division officer action by the implicit threat to

not suFport the officer in his tasks whica for most division

officers, would be a significant penalty.

7he coercive power of individual chiefs has been

enhanced in some respects and reduced in others by the

Master Clief Petty Officer of the Command program. Because

the Master Chief Petty Officer of the Command provides the

Commanding Officer direct inputs, the chief can utilize this

access tc whatever extent his alliance with the Master Chief

letty Oificer of the Command will allow. The chief has the

ability tc provide uncomclimentary information to the

Commanding Officer via the Master Chief Petty Officer of the

Command. Cn the other hand, the chief is exposed to a

degree of coercive pcwer from those who work for him. The

sailors in his division can also use the Master Chief Petty

Officer of the Command to pass uncomplimentary information

to the chief's supervisors. Cverall, one would expect the

chief's power base to be increased since he will have more

contact and an inforial relationship with the Master Chief

Eetty Officer of the Command.

Ihe increased reward power base exercised by the

chief closely parallels the reward power of the Master Chief

Petty Officer of the Command. The chief has an alternative

communications route available to the Commanding Officer and

Executive Gfficer if be wants to gain reward for one cf his

men. Again, this can serve to enhance his position or

reduce his power base:if individuais who normally rely on

the chief for rewards now receive rewards from the Master

53



Chief Petty Officer cf the Command, then the Chief is no

longer the only source of reward. For example, if the

Division Chief granted early liberty on Fridays when the

division had worked especially hard, he could obtain a

certain amcunt of influence over his division towards

perfcriing well. If the Master Chief Petty Officer of the

Command can obtain liberty for the crew or even that divi-

sion frcm the Commanding Officer, the influence of the

Chief's reward is reduced. On the other hand, if the Chief

wanted to grant extra liberty but could not (Cr even

telieved that he could not) because of his division officer

and the Master Chief Petty Officer of the Command persuaded

the Ccmanding Officer that the division deserved liberty,

the Chief's reward power would be enhanced. It is impcrtant

to note that none of the players have to know the wishes of

the cthers cr the existence of any conflicts. The division

officer above does not have "to lose" in order for the Chief

to gain. The division officer may be perfectly willing to

hold early liberty tut since he was not involved in the

process, he will not gain the reward influence; the Chief

will.

Each of the other power sources of the Chief are

affected by the increased status of the Master Chief Petty

Cfficer cf the Command but three stand out as critical to

all cf them. These three are: alliances, decision

premises, and dependence.

lie Chief Petty Officers' mess is traditionally a

very close-knit group. They eat, sleep, and relax in very

close guarters. They are distinguished from other enlisted

perscnnel and officers by their uniforms, age (in general),

and many other factors. The Master Chief Petty Officer of

tze ComMand is their representative to the Ccmmanding

Officer. Everycne cn board knows this and everyone assumes

that the Master Chief Petty Officer of the Command has a
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loyalty to his fellow Chief Petty Officers. The individual

Chief Petty Officers therefore, are assumed to have an alli-

ance vith the Master Chief Petty Officer of the Ccmuand.

All Chief Petty Officers therefore enjoy an allied power

source even if they do not have a particularly favcrale

relationship with the Master Chief Petty Officer of the

Command.

The Master Ckief Petty Officer of the Command has

direct communications to the Commandinj Officer. The Chief

Petty Officers have direct communications with the Master

Chief Petty Officer of the Command. If the Chief Petty

Officers have a question regarding the reasoning or inten-

tion cf a command policy, the Master Chief Petty Officer of

the Ccmuand can directly inquire for them. The Commanding

* Cfficer can explain his position in an informative way

rationalizing that tie chain of command did not adequately

inform the Chief Petty Officers. The Chief Petty Officers

will eventually get an understanding of the situation from

the laster Chief Petty Officer of the Command. The chain of

command, on the other hand, may not be able to question the

Commanding Officer's reasoning for fear of reprisal. This

situation may very well have teen a key factor in the ccmmu-

*nicaticns failure of the early 1970's. It will be addressed

again with regards to junior officers. it is obvious,

however, that the Chief Petty Officers have excellent access

to the decision ;remizes at the command level. The survey

* results (Question 31, Appendix E ) indicate that a signifi-

cant majority of Chief Petty Officers and officers feel that

the word received in the Chief Petty Officers' mess is more

accurate than the wcrd received via the chain of command.

This telief gets stronger as the respondents become more

distant from the Commanding Officer in the traditional chain

of ccmand.
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The dependence base for the Chief Petty Officers has

been shifted by the Master Chief Petty Officer of the

Command program in a very similar fashion as decisicn prem-

ises ard information flow. A key factor here is that the

Chief Petty Officers are managers and managers need infcrma-

tion to le effective. The Chiefs know this and they know

that there is ancther very active and effective conduit fcr

this infcrmation from the Master Chief Petty Officer of the

Command. Their dependence on the chain of command has

therefore teen reduced.

4. Enlisted Perscnnel

The original purpose of the master Chief Petty

Officer cf the Command program and its predecessor, the

Senior Enlisted Advisor was to ensure a representative

enlisted input was pzcvided to the Commanders and Commanding

Officers so that they could Letter guarantee the morale and

well-being of the trcops. The human resources aspects of

the enlisted community have improved in many ways and will

be discussed in Chapter V. Has the power base for the

enlisted ccmmunity improved? Are enlisted personnel better

able tc influence their job situation than they were before

the prcgzam began?

The coercive power base of the enlisted personnel

has increased in relation to their dealings with the chain

of command. As applied to the Master Chief Petty Officer ot

the Ccmmand and Chief Petty Officers, the enlisted perscnnel

have an alternative route to the Commanding Officer which

will give them a relatively safe method to seek reversals of

decisions or redresses for felt-wrong done by someone in the

chain of command. 7his fact will reduce the probability

that a taskmaster chief or division officer will gc too far.

The gain enjoyed by enlisted personnel is really a reflec-

tion of the reduced coercive powers of the chiefs and cifi-

4
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cers. 7he author dces not see any significant changes in

reward, expert, referent, representative, legitimate, or

activity bases. Enlisted personnel do benefit from the

implied alliance with the Master Chief Petty Officer of the

Command. Again, this is really indicative of a reduced

power advantage for the officers and chiefs. Also, as

mentioned previously, the author suspects that the real

alliance of the Master Chief Petty Officer of the Command

will be with the Cczmanding Cfficer and chiefs, not the

junior enlisted perscnnel. The most significant power base

increase for the enlisted community is the additional deci-

sion prezises (inforiation) which the Master Chiet Petty

fficer of the Command can generate and provide. The Master

Chief Petty Officer cf the Ccmmand can provide strategic

raticnale for many of the events which may have been hard to

understand before. The more information sailors have, the

better tkey will be alle to perform their tasks.

Is may seem reasonable and appropriate to many, a

key issue in the political perspective from the standpoint

of the enlisted perscrnel is dependency. Enlisted personnel

have relatively specific jot reguirements. They supervise

fewer personnel and therefore require less influence ability

cn organizational issues. Enlisted personnel are afforded

less authority than chiefs and officers. Because they are

less influential or powerful, however, does not require ttem

to be more dependent cn others for their own well-being and

individual needs. The greatest fallacy, in the author's
opinion, regarding the Master Chief Petty Officer of the

Command program is tle belief that the Navy has reduced the

enlisted mam's dependency or improved his ability to provide

for his needs. The enlisted community ( with the Fossitle
exception cf the chiefs ) has nc more and no less influence

or pcber than the community has ever had. The effect of the

Master Cief Petty Cfficer of the Command program has been
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to shift scme of that dependency away from the chain cf

command in favor of the Master Chief Petty Officer of the

Command. The overall result of this situation will be

discussed in Chapter I and the summary.

5. Junior Officers

In discussing the pclitical effects of the Master

Chief Petty Officer cf the Command program on junior offi-

cers, the author is ,rouping together managers with diverse

experience and backSiounds. The term "Junior Officer" as

used in this project, refers to newly commissioned Ensigns

and warrant Officers bith twenty years of experience; offi-

cers serving as Assistant CIC Officer and as Operaticns

Officer. The only zeal common bond among the group is that

they are commissioned officers who have a subunit of a ship

(department, division, etc.) for which they are held accoun-

table. In general, the illustrations will involve a typical

division officer as the junior officer unless a signifi-

cantly different situation exists for department heads,

limited duty or warrant officers.

Coercive power for the junior officer has often been

at the rcct of leadership problems. Many junior officers

come into the fleet with very little experience in any work

envircnment. They are immediately tasked to provide leader-

ship and management to a grcup of sailors, many of whom are

more experienced and most of whcm are better educated in the

technical aspects of the job. The junior officer is most

likely still aware of his own indoctrination experience.

The use cf coercive power may seem like the most logical

tool fcz getting things done. The junior officer may be

experiencing coercicn from his superiors to attain some

guaiificaticn or get something done before liberty. The

implied (and often sEcific) message is "Perform, or else."

The junicr cfficer lives in a coercive world. The misuse of
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7 V

coercive power is nct at all unusual. To significantly

reduce the misuse of this type of unconstructive power is a

noble and very worthy cause in the U. S. Navy. Does the
-Master Chief Petty Cfficer of the Command program help in

this area?

The junior officer has coercive power over his

subordinates in exactly to same many in which the Chief

Petty officer does. He can threaten to punish or withhcld

reward from his subordinates to whatever extent his chain of

command will support him. The junior officer can threaten

to take a sailor to mast or restrict him to the ship fcr

some kehavicr which the junior officer wants to influence on

the part of the sailcr. The threat will have influence only

to the extent that the sailor believes that the department

head, Executive Cfficer, and Commanding Officer will suppcrt
the junicr officer. Because the sailor is close in age,

experience, and credibility to the junior officer, he will

te more willing to "test" the coercive power by taking the

issue tc another level in the chain of command. With the

introducticn of the Master Chief Petty Officer of the

Command program, the sailor has an alliance with someone who

can contact the senior echelons of management to gain a

redress for unjust coercion. The Master Chief Petty Officer

of the Command is a safeguard against undue coercive power.

The Master Chief Petty Officer of the Command theretore,

reduces the coercive power base of the junior officer.
The reward fcwer of the junior officer has been

affected by the Master Chief Petty Officer of the Ccumand

program in two basic ways. First, the junior officer used

to be the critical link between those managers who cbserved

rewardable performance (Chief Petty Officers) and those in
0 authcrity tc actually reward (Commanding Officer, Executive

Officer). With the presence of the Master Chief Petty

Cfficer of the Command, the junior officer is not the
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critical link. The fact that another route is available

reduces the dependency on the junior otficer. The seccnd

major area in which the Master Chief Petty Cfficer of the

Command prcgram affects the reward power of the junior

officer is the pcsition of the Master Chief Petty Officer of

the Ccmmand on the various boards which consider rebards.
The Enlisted Surface Warfare Specialist, Sailor of the

Quarter, striker boards and the designated awards board are

examiles.

The expert 1cwer of the junior officer has essen-

tially been unchanged by the Master Chief Petty Officer of

the Ccmmand program. Other factors, however, have affected

this power base for the junicr officer. With the ever

increasing technology of naval warfare, the junior officers

are being pushed to become more and more technically profi-

cient in their jobs. Gunnery officers of years gone by,
supervised and coordinated the employment of turrets and

mounts. Today, the junior officer in the Combat Systems

department is more likely to be assigned to actually sit at
an NSDS console and perform the "manual" aspects of gunfire

while being supervised by a Tactical Action Officer ratter

than supervise a gun sount crew. The expert power for the

job has increased because of this trend.

Another power base which the author believes has

expanded for the jurior officer is that of representation.

Histcricalli , the junior officer was distinguished from

enlisted personnel by differences in education, backgrcund,
financial status, social status, and many other trappings of

his Ecsition (RHIP: Bank Hath Its Privileges) In today's

Navy, many of these differences have narrowed. ihile a

college degree is not held by a majority of enlisted

personnel, many have a significant number of undergraduate

credits. The technical training received by enlisted

perscnnel which is necessary to meet the needs of the Navy
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also serves to close the education gap. The competitive

selecticn process of colleges and universities and the

availability of various financing opportunities for educa-

tion have provided a tetter ccoss-section of college gradu-

ates and therefore a better cross-section of junicr

officers. The pay incentives over the past six to seven

years have effectively narrowed the financial gap between

junicz officers and enlisted Fersonnel. Regulations have

changed in favor of better habitability and messing and mcre

personal freedoms (civilian clothes, for example). All of

these iaircved conditions have helped to bolster the esteem

cf the enlisted man. At the same time, the "privileges" of

rank have deteriorated for the junior officer. Plushly

decorated wardrooms attended to by stewards, formally served

meals, and staterocs attended to by stewards have all

disappeared. The result has been a decrease in the "esteem"

demonstrated by the ccmmand for the junior officer. Again,

the gap tetween enlisted and junior officer has narrcwed.

with the cverall affect of the narrowed gap

discussed atove, the junior officer has gained in one very

important power base. The junior officer is seen more and

more as a part of the division "team" rather than an

outsider. Because of this better relationship, the enlisted

personnel are more inclined to allow the junior officer to

speak for the group. They believe that the junicr officer

does have some idea of their interests and concerns and

trust him tc represent their best interests.

7he activities of the junior officer have changed

over the last couple of decades. The author does not

presume to imply that these changes have been a result of

the Easter Chief retty Officer of the Command Frcgraa

entirely. Indeed, there is a logical argument that the

Master Chief Petty Officer of the Command program has

changed as a result cf the activities of junior officers.
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That te two have evolved simultaneously however, is

sufficient reason to investigate the overall impact without

persuing a "cause and effect" relationship.

As discussed earlier, the junior officer is jartici-

pating more and more in the technical aspects of naval

warfare. The decreased reaction time, increased complexity

of the threat, increased technology of sensor and weapon

systems, and the possibly catastrophic results of miscalcu-

laticn or delay have mandated that the Navy put the "top

team" on watch at all times. To enhance watch teams, ships
have departzent heads (as Tactical Action Officers) super-

visinS other junior officers functioning as CIC watch offi-

cers, Ship's Weapons Coordinators, Anti-Submarine Warfare

Watch Oificers, and cther specific and technically demanding

roles. The necessity to function well in these capacities

was the driving force behind the Surface Warfare Officer

qualificaticn program and is the driving factor in the

increased technical training reguired of officers. Cverall,

the junicr officer is spending significantly more time in

activities requiring expertise and achievement on a personal

tasis rather than activities involved in management and

group leadership. The activities of the junior officer

indicate that he is involved in the operating aspects of the

ship's tusiness rather than the strategic or tactical

aspects. In this area, the department heads are probably in

a distinctly different situation than the division cfficers.

Department heads' activities are indicative of tactical

concerns rather than cperating concerns.

ecision premises for the junior officer are

supplied by the chain of command. The department head

relies ca the Commanding Officer or Executive Officer, the

divisicn officer relies on the Executive Officer and his

department head. The dependence of the junior officer on

the cbain cf command has not changed. What has changed as
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result cf the Master Chief Petty Officer of the Ccmand

program is that the junior officer's subordinates no lcn~er

rely solely on the chain of ccmmand for information on which

to make decisions. As discussed earlier, the Chiefs ctain

information from the Master Chief Petty Officer of the

Command and pass it cn to the sailors. Under these ccndi-

tions, it is not unusual for the chief to be able to prcvide

information to the junior officer which should have ccme

from the junior cfficer.

"ithout doubt, the most significant power base loss

for the junior officer is that of dependency. The junior

officer still depends on his subordinates for the acccm-

plishment of his mission. He still depends on his seniors

for the resources and support needed to accomplish his

missicn. however, his subordinates no longer rely solely,

or even primarily, on the junior oificer to meet their

needs. The Master Chief Petty Officer of the Ccmmand

program and many of the other "personnel" programs have

organizationally reduced sailor's dependency on the chain of

command for individual needs. This reduction of dependency

has resulted in a significant reduction in the junior

officer dependency power base. What is the effect of this

S..reduction in power?

People held accountable for the results produced by

others, whose formal role gives them the right to

command but who lack informal political influence,

access to resources, outside status, sponsorship, or

mobility prospects, are rendered powerless in the

organization...tkey lack ccntrol over their own fate

and are dependent on others above them.

[* ef. 16]

hile the author does not intend to imply that the

junicr cfficer community is "powerless", the author does
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telieve that the daster Chief Petty Officer of the Cczmand

program is indicative of a reduced power base for the junior
officer and is concerned with the degree to which they may

"lack ccrtrcl..."

,oo
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IV. SYMBOLIC PEKSPECTIVE

A. TBEOiX AND BACKGECUND

Tcp executives dc not drive trucks, run machines, or

chip Faint. They deal in symbols. [Ref. 17]. Symbcls

provide a means for managing organizational culture and

values which can not te effectively managed by conventional

management tools. Symbols tell employees and observers

about what counts in the organization. Symbols tell indi-

viduals where they fit into the organization relative to

others. [Ref. 10] Symbols can be acts, words, or objects

used to represent sosething entirely apart from the act,

word, cr object. Some ccmmon types of symbols include:

language, lcgos, rituals, humor, play, ceremonies, myths,

time, clctbizg, and several aspects of physical space, such

as lccation, size, and decor. Table V provides an example

of each of the symhcls listed. Traditional theories of

organizations depict a rational and linear connection

tetween crganizational activities, events, and outcomes.

recisions made by leaders solve problems. Organizational

structure is determined to best coordinate activity.

Organizaticnal authority is jiven to personnel in response

to the crganizational function which they perform. The

rational and linear relation between organizational activi-

ties or structure and outcomes is not supported in the

symbolic perspective. Leaders produce "decisions" to prcb-

lems not as a soluticn but rather as a ritual of leadership,

for ezamile, many " decisions ,, made by a Commanding Offtcer

are really rubberstamping an Executive Officer or department

head decisicn.
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TABLE V

Samples of Symbology

Language...... "Walk softly and carry a big stick," in
a very brief phrase told the American
pecEle and ot ers a great deal about the
personality and values of President
Teddy Roosevelt.

Logo .......... Wearing a sFcrt-shirt with a polo-Flayer
or alligator on the Left breast is
interpreted hj many as saying something
about the sty of the person wearing
the shirt.

itual ........ Piling-aboard of a senior officer demcn-
strates a ship's respect for his icsiticn
and acknowledges the importance o his
visit.

Humor/Play.... Teasing of a junior member of an organi-
zatcn ("George" Ensign) tells him that £e
is accepted as a mem er and that the lack
of experience within the group is not
adversely considered.

Ceremcnies.... The wedding ceremony tells the public
that the individuals have chosen to live
tocether under the conditions (love,
hohcr, cherish) of the institution
performing the marriage.

Time/Access... The Eersonal secretary to a CEO is
afforded significantly more considera-
ticm than other secretaries simply be-
ca .se of the time spent with access to
the CEO.

Clothing....... Ike military rank insignia is an obvious
example, however, civilians have their
examples also. MacDonald's managers wear
civilian attire whiie all others are
reguired to wear uniforms.

Physical Space

A) STze.......... The executive with a 20'.x 40 offiwill be hi~her in the organizational c
structure han one who has a 5' by 10'cutly.

B) Location:......Eenthouses generaily accommodate Chief
Executives.

C) Decor:......... The supervisor who conducts business
frcm across a larje Mahagony desk will
elicit a differen response from one
who sits beside an employee on a folding
chair.
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Structure can be used to reduce uncertainty and ambi-

guity regarding the fit between individuals and the organi-

zaticn. Authorities and responsibilities can be shifted to

demonstrate who holds power in the organization. Symbcls

can be used to create organizational culture or myths.

These zyths express tbe desires, unexpressed or unconscious

wishes, and ambivalencies of those who perpetuate the myths.

Many Ccmianding Officers have proclaimed to their crew that

their ship was "the best in the Navy." The Ccmmanding

Officer has no empirical data and maybe even no illusion to

support this claim but that matters little, if at all. The

Commanding Officer is expressing his desire for his ship to

be the best and he is trying to "sell" this belief or desire

to his crew. if the myth is accepted by the crew, it will

provide a source of cohesion, esteem, and purpose.

Cultural myths kelp to mediate ambivalence or contra-

dicticns. For exasple, despite the American expressed

dismal at the Russian invasion of Afganistanin 1980, a

significant majority of Americans strongly supported the

American invasion of Grenada in 1983. While the example may

seem absurd, it was the American myth as "Defender of

Democracy" and "Protector of the West", that allowed
Americans to quickly resolve the "difference" between the
two events. Persons who are not familiar with the American

myths, such as Soviet citizens or Third World pecples

probaly saw the two events as being very similar.

Ncw that we know what symbols are, how can we apply them

to the organization? The effective leader can use syubcls

to act out the vision or goals which he seeks for the orga-

nizaticn. If the executives are focusing on the strategic

concerns of the orgarizaticn, they will not have time to

involve themselves in the more routine aspects of the crga-
nization's activities. Symbolic behavior can effectively

and ccnvincingly tunnel the energies of subordinates in the
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directicr of strategic goals. Middle and junior executives

can ncw supervise the tactical or operational implementation

of the goals without further significant involvement from

top managezent. But what symbolic behaviors best enable the

executive in conveying strategic airection?

lhIb executive's Eriorities will best be displayed by the

manner in which he allocates his time. Actions speak lcuder

than words. As Eli Ginsberg and Ewing W. Reilley noted:

"Those a few exhelons from the top are always alert tc the

caief executive. Although they attach importance to what he

says, they will be truly imiressed only by what he dces."

[Ref. 181 1he chief executive can state that he is very

interested in imprcving the work environment for his

employees. Very little is likely to aappen. However, let
the chief executive fire a plant supervisor for poor envi-

ronmental conditiors and the entire organization will be

committed to envirormental improvement almost immediately.

The acticn does not have to be dramatic to be effective.

The same chief executive could note a few specific discrep-

ancies ard include them as agenda items at the next manage-

ment zeeting. Managers will note that the chief executive

really is interested in environment. If that same chief

executive expresses his interest in work environment hut

evaluates, rewards and promotes based on cost reductions,

all of the "would-be-chief executives" will turn off air

conditicrers and heaters to reduce costs.

Anctber significant symbolic tool for the chief execu-

tive is the use he makes of his personal staff and key offi-

cers. Ilbe size of his staff, their prerequisites, and their

perogatives will demcnstrate his goals and his style. If

his staff is large and relatively free to investigate all

areas cl the organization, the chief executive will he seen

as invclved and concerned with the on-going routine cpera-

tional irocedures. If the personal staff is relatively
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confined tc "headuarters" activities, the chief executive

demonstrates his reliance on divisional executives to handle

operating matters while he focuses on "headguarters"

matters.

Augmenting the symbolic tools discussed above, frequency

and ccnsistency can multiply the effects of symbolic leader-

ship. In the examile of concern for work environment, the

inclusion of environment subjects on the first adenda will

cause sutordinates tc stop and consider the issue. If a

, legitimate environment item (not necessarily negative)

appears cn the agenda every third or fourth meeting, the

subordinates will inccrporate the issue as part of the or;a-

nizational culture. The executive committed to change

should te constantlj on the lookout for opportunities to

reinforce activities which suiort his strategic goals.

[Ref. 17J

Settings are ancther tool used by leaders. A chief

executive may want tc convey his belief that assembly line

workers are the "backbone" of the company. He could send

out a memo via the chain of command, provide a message to

the ccmFany newspaper, or even provide his message directly

to the foreman of the assembly line. His message will have

little impact on the workers. If however, the chief execu-

tive stands in frct of the assembled workers at the

assembly line, his message will not only be communicated,

they will also be demcnstrated. If the boss wants to empha-

size the strategic importance of any aspect of the organiza-

tion, he must be seen involved in that aspect because he

ierscniiies the strategic interests of the company.

Sjmbclogy is a pcwerful tocl for the executive. While

Sonther methods can be used to incrementally adjust the day to

day activities of the organization, symbology may he the

most useful tool making dramatic and relatively permanent

changes in a strategic direction. There is a significant
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consideration in the use of the frame. As useful as it

*cbviously is, it can also be extremely dangerous. Symbology

can act as a double-edged sword. It can be purposely used

to misdirect the energies of constituents. It can acci-
dently he employed with disasterous results. The user of

symbology must understand all aspects of its employment.

For example, on day 28, 1984 an unidentified serviceman

killed in Viet Nam was entombed at Arlington Nationral

Cemetary at the Tomb cf the Unknowns. The ceremony as crig-

* inally intended was tc serve as a statement of the nation's

recognition of the sacrifices made by the soldiers and

sailors who gave up tkeir lives in American wars. Despite

the inability to attach a name with each body, the citizens

of America honored all "unknown" as heros. This widely

* respected symbolic jesture has been accepted since the

entombment of the first Unknown in 1923. The entombment of

this serviceman has been seen by many in a different light.

For many Americans, the ceremony was the final chapter in a

war %hich bas very unpopular and traumatic for the country.

In many ways this jarallels the traditional symbology of

funerals--the end of the tragic loss of a loved one. To

cther Americans, tie ceremony symbolized an unacceptable

change of Axerican pclicies. wives, children, and friends

of men still listed as "missing in action", saw the ceremony

as the Axerican government prematurely closing the bcck on

Viet Nam . Some had been seeking government support and

more pressure on the Vietnamese in hopes of finding loved

ones cr at least the remains. For them the symbology was

not a "coming to term" but rather a denial of continued

responsitility to resolve the unanswered questions.

* Symbology is powerful and cuts many different ways.
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B. SIMBCLIC IMPACT Of THE MASTER CHIEF PETTY OFFICER O 7lE

CCAMAND

Much of the symbclic impact of the Master Chief Petty

Cfficez of the Command proyram has been discussed in the

previous chapters. In each of the other perspectives, the

Master Chief Petty Cfficer of tbe Command program is a

generally minor organizational change ii the program and its

functions are taken exactly as promulgated. The author

paralleled the structural impact of the Master Chief Petty

Officer cf the Command program to a structural shift from

divisional responsibilities to functional responsibilites in

which tke Master Chief Petty Cfficer of the Command bad the

functional area of exlisted personnel concerns. The author

is aware that neither Admiral Zuawalt nor any of his succe-

sors ever ccnsidered such a specific structural change. 7he

argument for the effect of "functional structure" is based

solely on the symbolic interpretation of the program. for

this reason, the symbolic impact of the Master Chief Petty

Officer of the Command program will be discussed in subsec-

tions, each of which may be somewhat redundant of the

previcus three chapters, but considered necessary.

Additicnally, the types of symbols listed in Table V will be

compared with various aspects of the Master Chief Petty

Cfficer cf the Command program.

1. ~ymbolic Structure

bhe language of the Master Chief Petty Officer of

the Ccmmand program (CENAVINST 5400.37C) clearly states that

the Zrogram was designed not to interfere with the

traditional chain of command. The instruction states:

71

""I'. - . -; "" ' . ", . -



Functioning as senior enlisted advisors to the
ccmmander/commanding officer, working within the
chain of command, Fleet Force, and command Master
Chiefs strengthen the traditional single chain cf
ccmand by keeping the commander/Commanding officer
aware of exis irg or potential situations proce-
dures, and practices which affect the weifare and
morale of Navy ten and wcmen under that command'S
ccgnizance. Cief. 19]

The instruction also indicates that there is not a

second chain of command in addition to the "traditional

single" cne. While in one asiect the intent is to suggest

that the traditional chain of command will not be threat-

ened, the second message cces across that there is now a

formal alternatise structure to the traditional chain. The

interpretation of what this second formal structure does to

the organization as a whole is not easily identified. The

Master Chief Petty Cfficer of the Ccmmand participates in

matters "which affect the welfare and morale..." If this is

seen as his function, then it would be logical tc see his

structural role as furctional vice divisional. The concept

of dual management can be applied if individuals define

"Welfare and morale" as "relationship orientation" with the

traditinal chain cf command attending to task-criented

matters. With the Master Chief Petty Officer of the Command

reporting to the Commander/Commanding Officer, delegaticn of

enlisted matters via the traditional chain of ccmmand is

less critical. The Commanding Officer, assisted by his

staff specialist on enlisted morale and welfare will tend to
this latter himself. The Commanding Officer has "his" cwn

representative at the various committees and has no need to

depend cn the Chairman or ofiicers present to either

represent him or advise him on subject matters.

Another symkolic structural consideration that is

extrelely important in the author's opinion is that the

Master Chief Petty C.ficer of the Command functions as the
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"senicr Enlisted" person at a command. He represents "them"

to the Ccmaanding Officer. The Master Chief Petty Officer

cf the Command program highlights a difference tetween

"them" and "the commard". If observers interpret this as a

difference tetween individual personal goals and the goals

of the organization, then the difference is merely a state-

meat cf fact and a difference with which every organizaton

must deal. If, on the other band, observers interFret the

difference as between the traditional chain of ccamard and

the enlisted community, the Master Chief Petty Officer of

the Ccmzand program is defining the team leader for the

enlisted team in an "us versus thea" organization. Why must

the Master Chief Petty Officer of the Command represent the

needs of the enlisted community to the Commanding Officer?

The ycung recruit might answer that question by saying "I

guess tecause the officers won't do it."

The final structural consideration in the symtolic

frame is the affect that the program has on the positicn of

the Master Chief Petty Officer of the Command himself. If

the purcse of the program was to help keep the Commanding

Cfficer "in touch" with the enlisted community, then the

Mastex Ckief Petty Officer of the Command ought to himself

b be "in touch" with the enlisted 'ommunity. If the Master

Chief Petty Officer cf the Command is charged to be directly

responsible to the Commanding Officer/Executive Officer, not

assigned tc divisional duties, work with the Commanding

* Officer/Executive Officer in the dissemination and promction

of "ccmaand" policy, attend meetings and participate in

ceremcnies, then he will not be "in touch" with the enlisted

community. He will be "in touch" with the Ccamanding

Officer and other Master Chief Petty Officer of the

Commands. The junior enlisted man may see the Master Chief

Eetty Officer of the Command as the top management team.
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.- The previous chapter discussed in great details the

numerous sources of rover and influence which can be exer-

cised at various times by people in an organization. Many

of the suggested exilications of the effects of the Master

Chief Petty Officer of the Command program in the political

perspective were based upon the author's interpretation of

the symtclic impact of the program. This secticn will

S.attempt to demonstrate the political interpretations of the

types of symbols found in and around the Master Chief Petty

Cfficer cf the Command program.

The language of the Master Chief Petty Officer of

the Ccasand is provided by OENAVINST 5400.37C. According to

that instruction, the Master Chief Petty Officer of the

Command

..... has proven to be valuable asset in stimulating
free flow communications at all levels within the
chain cf command.

..... Working within the chain of
ccomand...strengtben the traditional single chain of

, ccmmand...
..... ccmmanding officer's principal enlisted

advisor in formulation and implementa ion of pohl-
cies concerning mcrale, welfare, job satisfact icn,
discipline, utili2ation, and trainIng of Navy's men
and women.

I ..... vcrkin with the internal chain of command as
directed by the ccmmander/commandiag officer.

..... takes precedence over all other enlisted
members within a command.

..... ccmanders/ccamanding officers will provide
1. visibility

2. office space and clerical support

3. Attendence at approkriate seminars and
conferences...

*(Refr. 19)

The language is very clear that the Master Chief

Petty Officer of the Command is not a part of the tradi-
tional chain of command. The language goes on to stress the
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intent of the program is not to threaten the traditional

chain ci ccamand. The language acknowledges that t-ere is

concern for the impact of the program on the chain of

command.

The language cf the program is very power oriented.

The instruction places great emphasis on the symtols of

power. Access to the commanding officer must be direct and

expansive. The Master Chief Petty Officer of the Ccmmand
will be involved in 1clicy matters from formulation through
implementation. The Master Chief Petty Officer of the

Command will be given visibility and office space. The

Master Chief Petty Cfficer of the Command will take Frece-

dence over all other chiefs. All of this power language is

symbclic evidence that the Master Chief Petty Officer of the

Command is Fart cf tcp management.
The logo of the Master Chief Petty Officer of the

Command irogram is the Master Chief Petty Officer of the

Command Fin. The fact that the pin exists is rather unim-

portant. The true symbology of the pin is that the pin is

worn in the same manner as a command-at-sea pin. The jin

appears to te the enlisted ccmuand-at-sea equivalent.

Ceremonies involved with the Master Chief Petty

Cfficer cf the Command program include inspections, recep-

tion of visitors, and awards ceremonies among others.

Traditionally, the Commanding Officer is presented a

division for inspecticn by junior officer in charge of

that divisicn. The Commanding Officer and division officer

then infipect together with the Commanding Officer making

remarks to the individual sailor and/or the division
olficer. The department head and Executive Officer would

follow behind and Generally were not addressed by the

Commarding Cfficer. loday, the Commanding Officer is gener-

ally acccmpanied to inspection by the Master Chief Petty

officer cf the Command. The division officer still presents
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the divisic and leads the Commanding Officer thrcugb the

inspection line. The Master Chief Petty Officer of the

Command of ten follows directly behind the Ccmmanding

Cfficer. The symbclogy shows the troops that tue Master

Chief Petty Officer of the Command is a key figure in the

opinion of the Commanding Officer. The Commanding Officer

wants the Master Chief Petty Cfficer of the Command involved

in major issues of the enlisted community. The Commandiny

Officer respects the Master Chief Petty Officer of the

Command's o;inion.
Many of the Commanding Officers interviewed stated

that having the Master Chief Petty Officer of the Command at

inspecticns served another purFose. The Commanding Cfficers

often direct questicns and comments to the Master Chief
Petty Officer of the Command because the Master Chiefs were
usually the best infczmed concerning uniform regulations and

procedures. The Commanding Officers felt that if the

department head or division officer agreed with the

Commanding Officer's comments, the man being inspected would

feel like they were merely playing to the Captain's whims

tut by involving the Master Chief Petty Cfficer of the

Command, the man being inspected would see that an "unki-

ased" or even "prc-enlisted" opinion agreed with the

Commarding Officer's comment. The Commanding Officers also

said that division officers tend to say "yes, sir" and "No
excuse, sir" too often while the Master Chief Petty Officer

of the Ccmaand had a better understanding of the situation

and would tell the Commanding Officer if there was a reason-
able Explanation, such as "I agree, Captain, but the ship's

store has not had shoe polish for three months." the
symbolic implications of an inspection conducted in this

&anner are unmistakable.

The time and access symbology of the Master Chief

Petty Cificer of the Command irogram is guite clear. The
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Master Clief Petty Cfficer of the Command has direct and

continuous access to the Ccamanding Officer. He can get

command attention on any situation or problem. The Master

Chief Petty Officer of the Command is the only member of the

command ctber than the Commanding Officer that has a fcrtal

and legitimate ccmmunication link outside the command.

.he physical space symbology of the Master Chief

Petty Officer of the Command Erogram is ejually as clear as

that cI time and access, especially in SUBELANT. Atoard

naval ships, there is almost no commodity as valuable as

space. Lepartment heads fight over every square foot. Many

department beads do not have offices and virtually every

division officer works out of his stateroom. All of this

not withstanding, the instruction directs the Ccmmanding

Cfficer to provide office space where physically feasible.

3. SImkolic Human Besources

The symbology of the Master Chief Petty Officer of

the Ccmmand program is extremely important in the human

resource perspective. The sere existence of the program

makes very important symbolic statements:

1. The U. S. Navy recognizes the critical impor-

tance of the enlisted men and women who serve

therein.

2. The Navy acknowledges individuals' needs and

demonstrates its interest in meeting those

needs.

Each of these statements is a worthy idea and serves

an important purpose. The fact that the program dces make

these twc symbolic statements is sufficient justification to

guarantee the program in some form. Are there cther

symbolic statements aade by the program's existence? The

authcr feels that there are and will highlight these in the

next chapter. For nob, however, it is important to at least
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note that any program which involves people, makes scme type

of syutclic statement about the organization's attitudes

towards reo~le. Programs typically imply a level cf trust

or distrust, care or lack of care, prioritization, and many

ctlier value judgements which the organization has made,

either ccnsciously cr unconsciously.
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V. "U Jk RSOURCE PRSPECI V E

In the United States, management has turned to the

tehavior sciences and motivation theorists to exfand their

ability to maximize the productivity of the human resources

used in crganizations. The U. S. Navy has been no excep-

tion. Leadership training for naval officers has

included review of theories ranging from Maslow's hierarchy

to Whyte's participatory management. More than reviewing

theories, the Navy has taken active steps to improve the

situation of the human assets which make-up the Navy. The

steps have included increased attention to pay incentives,

more attention to the needs of the serviceman's family,

tetter health care, more attention to habitability bcth

ashore and afloat, and other "people" oriented improvements

too nusezous to mention. while the efforts to improve the

situaticn fcr Navymen have been on going for many decades,

the necessity to increase managerial attention escalated

significantly during the Viet Nan era. Liberal legislation

and judicial rulings, the popularization of anti-American,

anti-,ilitary attitudes, the rapid sophistication of warfare

technclogy, and the increased educational level of recruits

and the Seneral population made the task of the military a

much more challenging job. As Viet Nam came to a close,

the Navy faced numercus manpower problems. The increased

anti-establishment attitude of the younger recruits, the

* feverish racial issues of the day, and the impending threat

of the "All Volunteer Force", demonstrated the need to do

something tc imErove the situation. Admiral Zumwalt made

dynamic efforts in the human resource area. He tasked his
0
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subordinates to exercise the very best leadershil to

encourage personnel tc support the Navy. He took organiza-

tional steps to ensure institutional discrimination was

erased. He initiated programs designed to prevent drug

abuse from undermining the human resources of the Navy.

Admiral Zumwalt knew that he could not fix the situation by

himself so he solicited assistance for subordinate officers

and erlisted personnel. Two of the organizational changes
that came from his efforts were: the Master Chief Petty

Cfficer of the Ccmmand program and the Human Resources

Management program. Both were charged with the same task:

help improve the fit letween the needs of the U. S. Navy and

the needs of the individual serviceman.

A. BUMAE BESOORCE TEIORIES

7o mention even the important theories in human resource

management is a significant task. Most managers today

recognize at least a dozen or so "prominent" theorists

including Maslow, McGregor, Weter, Herzberg, Vroom, Blake,

houton, French, Raven, Peters, Argyris, Likert and zany,

many mcre. For this reason, the author has chosen to

discuss the final perspective in terms of approaches to

* individual motivaticn and general patterns of managerial

* approaches to mctivation. )hile this may be a somewhat

limited focus, the airoaches and patterns will reflect many

of the theories espoused ty those listed above. Before

moving into the discussion it is important to note that

motivaticn is not the only factor in obtaining organiza-

- tional needs from individuals. Each individual adds to

organizational objectives based on motivation, ability, and

* role perception. If any one of these factors is low, the

overall contribution cf an individual will tend to te lcw.

For example, even if a quarterback is highly motivated and
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can tbrow a football farther and with more accuracy than any

other quarterback in the lague, he will not contribute to

the overall team pericrmance if he does not understand that

be is to

1. throw the ball c4j to his team-mates,

2. call different types of plays to confuse the cpio-

3. stay behind the blockers for protection, etc.

cthei words, if the quarterback does not understand his

role cr jot.

f~ef. 6]

1. _.jroaches

The Content approach to motivation stresses the

importance of the factors within individuals. These factors

will cause individuals to act in certain ways. In cther

words, people will take a course of action to fulfill a need

which is self-imposed. The best known of the content theo-

ries is Maslow's "Hierarchy of Needs" in which human needs

are categorized into five levels: physiological, security,

social, esteem, and self-actuali2ation.

The process approach to motivation stresses the

importance cf applied factors. Rewards and punishment can

induce certain behavior frcm individuals independently of

what their needs may have been prior to the application of

the outside factors. The extent to which the individual

believes that an action on his part will result in a reac-

tion, and the degree to which he wants that reacticn to

cccur will determine his motivation to participate in the

action.

Cpgrant conditionia-g is a subset oi the prcce~s

approach. As in the lrocess approaca, operant conditicning

theories state that motivation is affected by outside
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factors. However, cierant conditioning suggests that moti-

* -. vaticn fcr the future will be based on consequences of the

past. This line of thought suggests that individuals will

choose those activities which in the past, lead to favcratle

results.

2. models

As noted at the beginning of the chapter, managers

have bad to deal with changing employee attitudes, atili-

ties, and requirements. The following three models are

indicative ci the attitudes and operating procedures with

which management may be approaching organization Eerscnnel

consider aticns. [Ref. 20]

Acccrding to the traditional model, the task of the

manager is to ensure that the workers perform their work

despite its unpleasantness and their lack of interest in it.

The cnly effective way to motivate workers is to prcvide

sufficient monetary rewards to "buy"the use of their ener-

gies. This model also relies heavily on the use cf close

supervision and specific task assignment. The basis of the

*traditicral model of motivation is to influence employees to

accept the work demands placed upon them by management.

Emplcyees are motivated to do as they are told.

In the human relations model, managers reccgnize

that emiloyees can be motivated by factors other than money.

The importance of the social/interpersonal relationships at

the wcrk place are acknowledged. The human relations model

assumes that people want to feel important and productive,

and to be recognized as individuals. Management's main task

is to make each employee feel useful and important. He

should ccmmunicate with subordinates and listen to their

objections or complaints. Management should allow scme

sel.i-direction on rcutine work to accommodate the workers'

need to feel useful. If management is successful with
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communicaticns and allowing some self-direction he can

expect tle employees to be more satisfied and cooperative.

This increased cooperation will allow the organizaticn to

increase efficiency and production.

The human re.ources model calls for managers to

recognize that ezployees may very well obtain as much satis-

facticn Irom their jc1s as the boss does from his. Wcrk is

not inherently bad. Employees want to be a part of a worth-

while crganization and will willingly give time and effort

to goals in which they believe. Management should encourage
as much self-directicn as coordination and abilities allcw.

The managers' main task is to make the maximum use of the

potential of every individual by removing unnecessary

restraints and organizational obstacles which block self-
actualization and hamper self-esteem. The manager who

successfully employs the human resource model can expect his

subordinates to be highly satisfied as a result of the

organization's and individual's improved efficiency and

iroducticn. [lef. 20.

B. HUMAN RESOURCES AND THE MASTER CHIEF PETTY OFFICER OF

7EE CCBB.ND EROGEI

The correlation between the motivation theories and

Master Ctief Petty Cfficer of the Command program may seem

elusive but the author believes that the Master Chief Petty

Officer of the Command program is indicative of the tasic

precepts of human value and human resource management. In

keeping with the fcrmat of earlier chapters, the human

resource perspective of the Master Chief Petty Officer of

the Ccmmand program %ill be discussed in five sections of

"interest" groups.
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1. Ccmandinq officer and xecutive Officer

The function of the Master Chief Petty Officer of

the Ccmmand is to advise the Commandinj Officer on the

"Formulation and isplementation of policies concerning

morale, welfare, job satisfaction, disciiline, utilizaticn,

and traiming of Navy's men and women." This implies that

the Ccmmanding Officer wants to be kept informed cf matters

that affect the enlisted perscnnel so that he can correct

any wrongs, resolve any inconsistancies, or decide cn ctber
appropriate actions tc imprcve morale so that he can build a

cohesive working team that is willing to tackle shiptoard

problems. The Commanding Officer is willing to give up the
obvious talent of the Master Chief in his "in-rate" tillet

in order to facilitate the supervision of the care and well-

being cf the enlisted personnel. The Commanding Officer is

also apparently not willing to nave his chain of command use

their tize in attending to these matters. Also, while the

Commanding Officer irdicates that he has the capability to

resolve Fersonnel matters, when advised of them, he is

simultaneously implying that these problems can not be

resolved at lower levels. By using the Master Chief Petty

Officer of the Command as a conduit, the Commanding Officer
implies that the individual sailors are not capable of exer-
cising ajrcpriate self-assertiveness and self-

respcnsitility to resclve protlems in thier own behalf. The
Commanding Officer dces not have a "Command Ensign" to
facilitate the problems of the "ensign community". why?

The "ensign community" is expected to have enough zaturity

and self-determinaticn to represent themselves in matters of

perscnal concern. Why not the enlisted community?

The 3aster Chief Petty Officer of the Ccmmand

progra. places the Commanding Officer sjuarely in the
pattern cf the humar relations model of management. 1he
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Master Chief Petty Cfficer of the Command is a tool to

assist the Commanding Officer in seeing to the needs of the

enlisted ccmmunity sc that they will be cooperative with the

* formal authority of the chain of command. The Master Chief

Petty Officer ci the Command represents the Ccmmanding

Officer's (and Navy's) paternalistic attitude towards the

enlisted ccmunity.

2. Master Chief Eetty Officer of the Command

A Navy Master Chief has served in the Navy for

twenty-Elus years. Ee has demonstrated the highest level of

technical competence and significant ability to manage a

workcenter, a divisicn, and maybe a department. Is the

Master Chief capable of exercising even more creative,

xespcnsitle self-direction and self-control than this

present in-rate job demands? If he is, what should the Navy

do to "untaF" his additional potential? The human resource

model suggests that the managers basic task is to make use

fo the "untapped" resources. The human relations model

suggests that management should make him feel useful and

important and enable him to exercise self-control cn routine

matters.

The human resource model suggests that the Master

Chief should continue to broaden his self-direction and

self-ccntrol. If the Master Chief has successfully run a

workcenter for a long period and is obviously capable of

further contributions, why nct make him a division officer?

Allow the Master Chief to be more creative than he has been

in the last. If the Master Chief has run a division for

several years, why not let him run the department if he has

the capatility? There are numerous ways to expand the self-

detezzinaticn and self-control of the Master Chief. The

Master Chief could become a Limited Duty Officer to

facilitate even troader expansion.
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The human relations mcdel suggests that the Master

Chief shculd be made to "feel" more useful and more impor-
taut. He should be informed and able to voice objections.

The Master Chief Petty Officer of the Command program goes

to great length to demonstrate the "importance" of the

Master Chief Petty Cfficer of the Command. However, the

Master Chief's self direction and control have not been
broadened. He is nct "responsible" for any more resources

or given discretionary license on fiscal matters. 1he

Master Chief Petty Cificer of the Command is allowed to

communicate at a higler level of management. The Master

Chief Petty Officer cf the Cowzand is used by the Commanding

Officer as a symbclic statement of Commanding Officer

concern for the enlisted community but that does not reguire

the Master Chief to fully use his resources or potential.

Indeed, much of the activity surrounding the Master Chief

Petty Cficer cf the Command program reduces him to a

lackey. The Master Chief Petty Officer of the Ccmand

program uses the Master Chief to address the issue of

enlisted usefulness and importance.

3. Chief Petty Cfficers

The effect on the Chief Petty Officer community is

very sizilar to that of the remainder of the enlisted ccmmu-
nity so the author will attempt only to highlight special

considerations in this section. The Master Chief Petty

Officer of the Coxnand program does not increase the
creative, responsitle self-direction and control of the

Chief Petty Officers. It dces provide the Chief Petty

CIficers with an alternative communication route to the

Commanding Officer which can be utilized when the Chief

Petty Cificer finds the chain of command unresponsive to his

(or his division's) needs. The Chiefs have an organiza-

tional structure in ilace to meet their needs. As mentioned
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in the Cc discussion, this may very well imply a statement

that the Chief is not capable of controlling his own fate
* unless an organizaticral support system is in place.

4. Enlisted Perscnnel

The origins of the Master Chief Petty Officer of the

Command program evolved from a concern for the enlisted

communitl. Was that concern based in the human resources

model or in the human relations model? was Admiral Zumwalt

attempting to encourage the enlisted community's willing

cooperation by recognizing their usefulness and imlortance

or was he trying to encourage them to exercise more

creative, responsible self-direction and self-control than

their -oks demanded? Does the sailor of today contribute

more of his "untapped" resources or is he simply more

willing tc cooperate with management as a result of the

Master Chief Petty Officer of the Command program? Dces the

Master Chief Petty Officer of the Command provide

motivaticn2 Do they feel important and useful?

The enlisted community's relation to the Master
Chief Eetty Officer cf the Command clearly indicates that

the program is based on the assumptions of the human rela-

tions model. The Master Chief Petty Officer of the Command

is not tasked to participate in the task assignments which
determine the extent to which individual sailors can make

use cf their "untaijed" resources. Division Chiefs and

Cfficers prcvide the challenge of organizational objectives

and determine how much self-direction and control each man

can exercise. The Master Chief Petty Officer of the Ccmmand

is involved with making people feel useful and important.

Ihe chain of command actually allows them to be useful and

important.

0
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5. igi Officr

At first glance, it may seem somewhat strange to

address the question of how the Master Chief Petty Officer

of the Ccamand program effects the motivation of the junior

officers, tut jurior cfficers want to feel useful and impor-

tant and they want tc contribute to the organization in a

creative and responsible way. These are issues which

involve the organization's attitudes toward human relaticns

and human resources and since the Master Chief Petty Officer

of the Ccamand program is a visible indication of the orga-

nizational attitude tcward these issues, the junior officers

are affected.

If the junior officer is regarded as a manager, his

Erimary task is to make use of the human resources assigned

to his resfcnsibilities. In order for the junior officer to

accomplish this, he must create an environment in which all

members contribute their best efforts. He can accomplish

this encouraging full participation in important matters,

creating gocd communications, and dssisting the individuals

to exercise their potential in a relatively low-risk envi-

ronment. The junior officer must demonstrate his recogni-

tion of their independence as human beings and his

willingness to work bith them on a one-to-one basis. With

the Master Chief Petty Officer of the Command program high-

lighting a difference between the officer and enlisted

community, not just it billet description, but in a tone of

"us vs them", the junior officer will find the establishment

of the relationship zcre difficult.

The junior officer may interpret the Master Chief

Petty Officer of the --imand program in the manner referred
to in the discussion d ielegation. The Commanding Officer

expresses doubt that the chain cf command will correctly see

to the enlisted matters. He, therefore, has a "supervisor"
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overlccking the execution of personnel matters. 2he

Cozadi.ng Officer is not willing to allow the junior

officer to exercise self-control in the area of enlisted

II

persoi~rel matters.
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A. CCECIUSIOIS

In the proceeding four chapters the author has presented

a critical analysis of the Master chief Petty Officer of the

Command program as it affects the organization from four

perspectives or frames.

In the stractura perspective, the author demonstrated

bow the Master Chief Petty Officer of the Command program,

in effect recentralized routine personnel matters from the

lower and maid-level managers of the chain of command to the

Commanding Cfficer and Executive Oificer. The prcgran also
had the effect of changing the organization (in degree) from

a divisicnal structure to a functional structure. As an

example, the authcr argued that divisional structure

requires that management have control of and responsibility

for all assets used in attaining organizational goals, tut

that the Master Chief Petty Officer of the Command effec-

tively became the functional manager for enlisted perscnnel

matters. In a closely related argument, the author demcn-

strated that the Master Chief Petty Officer of the Ccmmand

program had the effect of organizationally resolving the

"dual leadership" conflict inherent in many decisions which

managers must make. The Master Cdief Petty Officer of the
Command provides for the social or people-oriented reguire-

ments of the organization while the traditional chain of

command provides for the task requirements.

In the pol _aj perspective, the importance of mana-

gerial Ecwer was discussed. The sources of basis of power

were listed and discussed. The author evaluated the Master

Chief Petty Officer of the Ccmmand program's impact on five

interest groups' power.
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Ccumanding Officers appear to broaden their power base

througb alliance with Master Chief Petty Officer of the

Command, and increased reward activity independent cf the

chain cf command. Ite Commandiny Officer's position as the

crew's "representative" is enhanced because the Master Chief

Petty Officer of the Command demonstrates that the

Commanding Officer is "in touch" with the crew. The

Coamavdixg Officer gains additional power by having access

to additional decisicn premises through the Master Chief

Petty Officer of the Command line of communications.

finally, the Ccmmanding Officer reduces his dependency on

the traditional chain of command because he now has anctber

avenue fcr the conduct of matters relating to the enlisted

coamunity.

The power shift in favor of the Master Chief Petty

Officer of the Command is the most significant iclitical

effect of the program. The Master Chief Petty Officer of

the Ccmmand gains ability to influence others because of his

alliance with the Commanding Officer. This alliance

provides the Master Clief Petty Officer of the Command with

the atility to reward or punish, disseminate information

(decisicn premises), and gain easy access to the Commanding

*Officer or Executive Cfficer.

The author demonstrated that the representative power

enjoyed ty the Master Chief Petty Officer of the Command may

be inappropriately kestowed. Results of the NAVSURFLINT

* survey revealed that the Master Chief Petty Officer of the

Command is more representative of, or has more in common

with, the Commanding Officer than he does with junicr

enlisted personnel. The Master Chief Petty Officer of the

Command's legitimate power base extends beyond the confines

of the ccmand via the squadron, group, and force master

chief crganization.
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Chief Petty Officers gained power by having an

"in-hcuse" conduit to the Commanding Officer. The Chief

Petty Officer dependence for information on the junior offi-

cers was reduced. Tle Chief Petty Officers have the ability

to recosmend rewards and Funisnments independent of the

junicr officers. The Chief Petty officers even have the

ability to threaten the junicr officers with the use of

their "alternative" communications route. While high-

lighting several areas in which the Chief Petty Officers are

less dependent on the chain of command, the author also

points out that they are now dependent in several ways on

the Master Chief Petty Officer of the Command. while their

power kasis has been troadened with junior officers, their

power has teen decreased in their relationship with the

Master Ctief Petty Officer of the Command because of their

increased dependency cn him.

The author demonstrated that power basis of the enlisted

personnel was essentially unchanged. The major advantage

for the enlisted personnel below the rank of chief, is an

increased access to decision premises. The author acknowl-

edged an improved overall situation for the enlisted commu-

nity tut in terms of hygiene or relationship factors and not

increased power to determine one's own usefulness within the

organization.

Junicr officers were described as the major "losers" of

power as a result of the Master Chief Petty Officer of the

Command program. The Master Chief Petty Officer of the

Command represents an alternative conduit for matters

affecting individuals and the organization for the enlisted

comLunity. This availability reduces their dependence on

the traditional chain of command. The junior officer's

coercive power is reduced to the extent that his subordi-

nates can use the Master Chief Petty Officer of the Command

communications link to convey their perception of the
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"fairness" of the junicr officers' withholding of rewards or

use of punishment. Whether justified or not, the junior

officer will be placed in a defensive positicn when

inquiries start coming down the chain of command from the

Commarding Cfficer.

The jurior officer has lost some of his power base

related to decision lremises. The chiefs and other enlisted

personnel can often cbtain letter and quicker information

from the Master Chief Petty Officer of the Command than from

the chain of command. The author pointed out that it is not

unusual for the junicr officer to obtain information from

the chief that the junior cfficer ought to be providing to

the chief.

In the sAjolic erspective, the author summarized

several theories on symbology and demonstrated how symtolic

activities, language, ceremonies and other aspects of the

Master Ctief Petty Officer of the Command program can be

interpreted as different "statements" about the rcwer,

structure, and human resource attitudes of the Commanding

. Officer and the Navy. The main focus of the discussion was

* on the difference between how the Navy "says" the program

* affects tie chain of command and how the author "sees" the

program affecting the command. The MCPOC pin, office space,

access tc the Commanding Officer all suggest that the Master

Chief Petty Officer of the Command has a significantly

higher status than do the junior officers.

In the hIRag &liurces Ferspective, the author demon-

strates how the Master Chief Petty Officer of the Command
program effectively places the Navy in the business of huan

relations management rather than the preferred human

resource management. The Master Chief Petty Officer of the

Command serves the purpose of "caring" for the enlisted

community which the author believes represents a paternal-

istic attitude. The author believes that under a true human
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resource management crganization, each and every manager

would he aware of tke potential of the individuals within

his organization and that mutual respect would enatle each

mature individual (enlisted and officer) to supervise his

own well-being. Thus, the Master Chief Petty Officer of the

Command program would not be necessary except under the most

unusual circumstances.

E. RICCBRINDATIONS

The following recommendations are provided based on the

results cf the research as presented herein.

1. The Master Chief Petty Cfficer of the Command program

should continue to be a viable line of communications

for extraordinary circumstances where the chain cf

* ccmmand might not adequately support the best inter-

ests of the Navy's enlisted community.

2. Ccmmanding Officers and Executive Officers should be

advised of the possitle negative aspects cf the

program on tie varicus interest groups. In partic-

ular, the " Official " position as stated in

OIiAVINST 5400.37C , that the Master Chief Petty

Officer of the Command works within the chain cf

*. command should be recognized as an idealistic state-

ment and not indicative of the real structural izpact

of the prograx. As long as the Commanding Officers

and other serior officers are willing to recognize
and adjust for this aspect of the program, the like-

lihood of significant organizational protlems

resulting will be significantly reduced.

3. Ihe Master Chief Petty Officer of the Command should
* he a collateral duty in all except the largest units

( coiplement of 1000 or more ). This will guarantee

that the Master Chief Petty Officer of the Ccmmand
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does not become too distant from the junior enlisted

personnel to lcse touch with the day-to-day consider-

ations and ccncerns of this group. The collateral

duty Master Chief Petty Officer of the Command should

not represent the same threat to the chain of ccmmand

that the full time Master Chief Petty Officer of the

Ccmmand does. The chain of command will not feel

that a second chain is " waiting in the wings " for

the cpportunity to challenge tae chain of command.

4. The necessity to balance the needs of the service

with the needs of the indiviual service members

should be re-emphasized as the primary task of the

managers of the Navy at all levels. This task is not

tc ke left to the Master Chief Petty Officer of the

* Ccmmand or the Commanding Officer. It should cccur at

tie leading petty officer, chief petty officer, and

junicr officer levels as well as at the Commanding

Officer and Master Chief Petty Officer of the Command

level. It is the author's belief that this is the

real issue involved with the Master Chief Petty

Officer of the Command program and that the cnly way

the Navy is gcing to make maximum use of the human

resources available is to have the managers address

tie issue everyday in every decision. The Master

Chief Petty Officer of the Command program does not

icrce the chaiE of ccmmand to face this issue;instead

[* it allows the chain of command to pass ownership of

the problem tc a special staff "action officer".

5. Ihe practice of having the Master Chief Petty Officer

of the Comand participate in the ceremonies of the

* command should be significantly reduced. This prac-

tice is particularly dangerous when the ceremony

involves the Master Chief Petty Officer of the

Command participating in ceremonies with the
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Commanding Officer cr cther senior officials. The

kcwer implications are obvious and potentially disas-

teraus. The lost important of these ceremonies are

those which involve direct participation of tte chain

of ccmaand. Inspecticns make an excellent example in

that the chain of command is presenting their sFaces

or ;ersonnel in order to be evaluated by seniors. If

the Master Chief Petty Officer of the Command is a

key larticipant in the event, the chain cf ccmmand

Larticipants lose the focus of responsiblity and

authority.

6. While not directly related to the Master Chief Petty

Officer of tie Command program or this study, the

author believes that the survey results point to a

significant problem which should be investigated. The

junicr officer community as depicted by the survey

results is the least positive of any of the groups

evaluated. While the author does not presume to imply

that this situation is a direct result of the Master

Chief Petty Officer of the Command program, the

authcr does feel that the program may be one contrib-

utor to an overall problem area which can not be

ignored without significant consequences. The author

recommends that a review of the policies and atti-

tudes toward the junior officer community in SURFLANT

he initiated.

7. Ile final reccmaendation is a direct result cf the

interviews with Commanding Officers and other senior

officers. The majority of the Commanding Officers

expressed the desire to select their own Master Chief

Petty Officer cf the Command. They almost unaniucusly

believed that the success of the Master Chief Petty

Officer of the Command would be determined to a large

degree by tie personal relationship between the
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Ccmanding Officer and Master Chief Petty Officer of

the Command. The Commanding Officers felt that ttey

cculd best decide vho amd in what billet the Master

Chief Petty Ctficer of the Command could servE the

test intexests of the ccmmand.

LS
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EXCERPI PROM CEVATINS2 5400.37C

SECTICN C - AUTHCRITY AND RESECHSIBILITIES

1. As senior enlisted advisor to the ccmmander/

commandiry officer cn all matters relating to enlisted

policy, the Fleet, force, and Command Master Chiefs must

work with the executive officer, chief of staff, or deputy

in the dissemination and promotion of command policy. He or

she will function as an integral element of chain of

command.

2. Authcrity and Resonsibility. Extent of role and ulti-

ate assignient of responsibilities and authority of Fleet,

Force, and Command Baster Chiefs will be determined by the

coamander/ccamanding cfficer based on needs of the command.

In general, the follcuing responsibilities will be included.

a. Maintain and pronote effectiveness and efficiency of
chain cf command.
bo Assist commander/comandinq officer in all matters
pertoining to veIfarp, health, ob satisfaction, morale,

.1t3ization, and training of enlisted personnel in crder
to jrcmote traditional standards of good order and
discipline.

c. Advises commander/commanding officer on formulation
and ittlementaticn of changes in policy pertaining to
erlist d menbers.

d Attend meetin s as directed bj qommander/.ccumaVin1officer to kep alirised or current issues and provi ea
representative erlisted input.
e. farticipate in ceremonies honoring command members.

1. ShIn apgropriate, rlpge~ent or agcompany conmaider/
ccmman dIng Ofcer to c± icial functions, nspect ions,
and conferences.
1g, Partici te in reception and hosting of cfficial

visitors to te ccomand.

h. i initaton and as aproved yangommader,
ccmmahding ofi916;' re resent thO commasdan Navy at
cCmunity and civic func lions.
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1. artici ate in, coordinate, or monitor the
fzllcvrg, as appropriate.

(1) Command Crient ation/Indoctrination

(2) CPO/PO lzjdoctrination Courses

(3) Enlisted Warfare Qualification Program

14) Professicnal Development Board

(5) Command Setentiom Team

(6) Awards Board (when enlisted personnel are being
considered)

17) Sailor cf the Month/Quarter/Year Selection
Boards

(8) Human Resources Management Program

(9) Family Services Programs; e.g., Ombudsman,
Family Services Centers

(10) Unaccosmanied Enlisted Personnel Ho using
Management Program

(11) Haitability Aflcat Program

112) Commissary and Navy Exchange Advisory Bcards
(Ashore)

(13) General Mess and Ship's Store Advisory Bcaids
(Afloat)

114) Humanitarian Reassignment/Hardship Discharge
Screening Boards

(15) Command Examining Boards

(16) Recreation Advisory Boards
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3. The following F B/Cos, assigned as members of the Chief

of Naval Ojerations' Master Chief Petty Officer Advisory

Panel, will meet when directed by CNO. The Master Chief

Petty Officer of the Navy will chair the Advisory Panel.

Master Chief Petty Officer of the Navy (Chairmar)

Fleet Master Chiefs from:

CINCP&CFLT

CI DCLANTFLT

CINCUSNA VEUR

NAISHORE (AVCbO/DNA)

CNEI

CHNIAVAT

CHCE Master Chiefs from:

CC ONAVSUBFPIC

CCMNAVSURFLAN7

CCHI, VAIRPAC

CCMNAVAIRLANI

CCH NAVSU EPAC

CCMNAVSUELANI

CCIIEAMELECOM

CNAVRES

AS
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4. Precedence:

a. Fleet Baster Chiefs shall take precendence cver all
ctber enlisted eambers of U.S. Navy except Master Chief
Petty Officer of the Navy.

h. Forci nater Chiefs shall take precedence cver all
cther en14sted members of U.S. Navy except Master Chief
Petty Officer of the Navy and Fleet Master Chiefs.

c. Ccamand Baster Chief takes piecedence over all ctker
erb sted menters witbin a ccmaad.

0
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IN TRBzrYUM

Captain, Squadron Commander

7he Easter Chief Eetty Officer of the Command prcgram is

a significant step in the right direction. I think it

should te expanded. Master Chief Petty Officer of the

Commands should be advanced to an "E-10" rate, given extra

priveleges, more pay, and more recognition. The prcgram

helps to get the Raster Chiefs back to sea where they are

needed. It helps keep them in the Navy when they otherwise

would have retired. The Master Chief Petty Officer of the

Command aboard my last command provided me with the pulse of

the ship and served as a sounding board for my ideas. He

ran the Chief's Ness in every sense of the word. The Chiefs

knew tiat he spoke for me. 7he Master Chief Petty Officer

of the Ccmmand ran UIP review, PO indoctrination, junior

officer training, awards, retention, and the Welcome aboard

Frogram, and much more. I gave him an officer's staterocm.

Ie can nct do enough for these guys.
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CaptainSguadron Commander

he Master Chief Eetty Officer of the Command serves as

an additional conduit for the enlisted personnel. The

;rogram is as good as the relationship between the

Commanding Cfficer ard the Master Chief Petty Officer of the

Command. The Commanding Officer should have the flexibility

to choose who he wants to be the Master Chief Petty Officer

of the Command. It shouldn't necessarily be determined

strictly by seniority. He can be used to handle programs

which affect the enlisted Fersonnel but are not really the

responsitility of a particular department, for example, the

Enlisted Surface Warfare Specialist program and I-divisicn.

There could be some resentment by tae chain of command if

the Baster Chief Petty Officer of the Command gets "into

their krickers" but that shculdn't happen if the Commanding

Cfficer sets the right tone. The master Chief Petty Officer

of the Command should be assigned on a collateral-duty

basis. A Master Chief has too much expertise in his rate to

simply ignoze that aspect. If the program were cancelled

today, I don't think anything would change aboard good

ships. The Commanding Officer would still talk to "the

best" chief on board to try to keep in touch with the

enlisted erspective.
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lieutenant, LDO, (18 years service)

The Baster Chief Petty Officer of the Command is just

one of sany of the "touchy-feely" programs which the Navy

has tried to use instead of returning to the basics. Most

of these prcgrams shculdn't be there or should be signifi-

cantly scaled down. I was brought up with the basics. By

that, I mean the basics of leadership. My Chief kicked me

in the butt when I wasn't dcing my job. He also went nose-

to-nose hith my division officer to get my leave approved

when I deserved it. He did not do it because he was aware

of my needs or because he was worried about retenticn. He

did what he did because he wanted to do a gcod job as the

chief and kecause he was absolutely fair. Giving people

titles amd 1honey responsibilites doesn't do anything except
waste manpoer. The test thing that the Master Chief Petty

Officer of the Command program does is that it tells people

that the Ccmanding Officer is, at least officially, inter-

ested in their problems. But, that really doesn't "do"

anything fcr people. If the Ccmmanding Officer really wants

to "dc" something fcr his troops, he tells the Executive

Officer and somewhere down the line (chain of command) scme

petty officer tells scme seaman to paint the berthing space

or fix the plumbing. In a majority of the cases I've seen,

the Baster Chief Petty Officer of the Command doesn't do

anything for the crew. Within three months of a Commanding

Officer's arrival, the Master Chief Petty Officer of the

Command will be doing whatever the Commanding Officer wants,

not necessarily what the enlisted community needs. The

Baster Chief Petty Officer of the Command becomes a "yes

man". At least if a Master Chief is running a divisicn, he

can tell the Commanding Officer what's really happening and

then retreat to his wcrkcenter. If the Commanding Officer
really cares about tie troops, he'll tell that Master Chief
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to turn-to inastead cf putting all the vork on the good
chiels that are beinS driven into the dirt.j
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Chief Warrant Officer, (18 years)

The Master Chief Eetty Officer of the Command is cne of

the best things to happen since I've been in the Navy. She

Captaim can get the story on what's really happening without

all tle filters or blocks that usually get in the way. I

think the Master Chief Petty Officer of the Command can make

the ditference between having a good ship and a great ship.

If he works with the chain of command he will be listened to

and respected. The junior officers especially can get good

recommendations and guidance if they are willing to listen.

If the Master Chief Petty Officer of the Command isn't the

type that puts the division officers on report to the

Commanding Cfficer/Executive Officer, he can really make a

difference. The Master Chief Petty Officer of the Command

we have is a terrific chief and a great technician. I think

he gains a lot of respect because he is still dcing his

in-rate work even thcugh the Captain wants to make him a

full time Easter Chief Petty Officer of the Command. Of

course, he's so good that his division runs great even when

he's busy with command business. That helps here but on

other ships the Master Chief Petty Officer of the Command

might have to be full time in order to be effective at

either jcb.

10_
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Captain, Sguadron Cozzander

The major task of the Master Chief Petty Officer of the

Command is to be the president of the CPO Mess. He can

really help the Commanding Cfficer/Executive Officer keep

those guys integrally involved in running the ship. If he

can keei the Chiefs working with the Captain instead of

against him, the ship will be a superstar in every respect.

The Chiefs will keep the troops busy and happy and free the

officers to keep up Cn the japerwork and warfare aspects.

The success of the Master Chief Petty Officer of the Command

is going to be dependent a great deal on his personality and

the perscnality of the Commanding Officer/Executive Officer.

The Ccomanding Officer has to have someone with whom he can

work. The most senior chief may not be the best man tc fill

the billet. The Comanding Officer should have the flexi-

bility to pick and choose. The major attribute which the

Master Chief Petty Officer of the Command ought to have is

some ability as a facilitator. If he has this ability, he

can ccumunicate the 1roblems he hears from the troops and

the Zclicy or explaration he receives from the Commanding

Officer without challenging the Captain's authority or

siding with the establishment in the eyes of the crew.
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Master Cklef Petty Officer of the Command,

(collateral duty)

I think the program has been a real success. The stan-

dards have really iuproved in areas like habitability and

recreation and I thirk the Master Chief Petty Officer of the

Command frogram has played an important part in it. The

recent emphasis to get the Master Chief Petty Officer of the

Command more visibility is good. It shows the troops that
the enlisted community is an important part of the Navy and
that the Ccamanding Cfficer recognizes that fact. It is

very important that the Master Chief Petty Officer cf the

Command work within tke chain of command. If he is always

running to the Executive Officer to tell on this division

cfficer cr department head, or even another chief, the word

is going tc get around and people will steer clear of him.

I try to go to the lowest level I can to resolve Frctlems.

I usually start with the Leading Petty Officer but sometimes

it's a matter of getting two seamen to talk to each other.

The chiefs decided tc make a real effort to get the retty

officers tc carry sore of the load around here. As

President of the CEO Mess, I discussed it with the

Commanding Cfficer ard got his approval on the idea. The

officers were behind us, too, especially since the

Commanding Cfficer wanted the. to be behind us. Ie not
saying that we back-dcored then either. The officers would

have wanted to support us anyway but knowing that the

Commanding Officer was not going to come down on them if

something fell through the cracks made it a little easier
for them to take the risk of letting the Petty officers take

cn more responsibilities. This happened about four month's

ago and I think we've got scme young petty officers who are
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,etter qualified and more productive than a 
lot of chiefs on

cther ships. It happened because everyone supported the

idea. 1he Baster Chief Petty Officer of the Command has

real rotential. i'd like to see it work this well

everywbere.
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Captain, Ccmmanding Ctficer

The idea behind the master Chief Petty Officer of the

Command ;rogram is gccd. I think it evolved from the Senior

Enlisted Advisor prcgram of the early 1970's. We really

needed it back tten because of the Viet Nan stuff, the prob-

leas with race relations, and the general unrest in the

junior enlisted ranks. I truthfully think the reascn the

program is getting fc big is because we're using it as a

"carrot" to entice these guys to go back to sea. I don't

have anything to base that on; it's just a gut feeling. The

thing I like about the Master Chief Petty Officer of the

Command program is that it is another tool fcr the

Commanding Cfficer tc use to help run his ship. If every-

4 thing is running smooth, then the Master Chief Petty Officer

of the Ccmand can stay down in the holes (or wherever) and

take care ot his division resionsibilities. If there's a

probles scmewhere that he can provide sone information on,

the Captain can call him up or he can just cone in and see

me. Be has an open-door policy with me. I use him as a

so'inding board. He's been arcund a long time and he's seen

lots cf CO's make mistakes so maybe he can keep me from

tripping over my sword. The Commanding Officer should have

the flexibility to choose someone besides the most senior

chief. The guy who is most senior nay not have the person-

ality to be a good Master Chief Petty Officer of the Ccamand

or he say be too loaded down with division responsibilities.

I think the Master Chief Petty Officer of the Command should

be a ccllateral duty except maybe on an aircraft carrier or

IlA. It's a nice asset but only as an extra benefit. I

don't think I'd want cne on a full time basis. If you asked

any Ccmanding Officer if he'd rather spend his optar to pay

for a full time Master Chief Petty Officer of the Command or
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save the otar and assign his own collateral duty Master

Chief Petty Officer of the Command, I think they'd all pick

the ccllateral duties. Of course, if Washington is giving

away Easter Chiefs, no ones going to turn them down. If

nothing else, the Master Chief Petty Officer of the Command

can take some of the load off the Executive Officer in the

routine jersonnel prcgram areas.
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SURVEY C2 COMATSUBIPLAN PERSONNEL

THE PURPCSE OF THIS SURVEY IS TO GAIN AN UNDERSTANDING

CF THE NCR2L BANNER CZ CONLUCSING BUSINESS ABOARD YCUR

SHIP AND YOUR GENERAL ATTITUDE REGARDING THE NORMS.

YOUR ANSWERS ARE ABSCIUTELY CCNFIDENTIAL. THE COMPILED

LATA S1CM AEOUT 30 CCHANDS WIL BE PRESENTED TO

CONNAISUELANT AND SUIEEINTENDENT,NAVPGSCHOOL AS A

PORTICN C1 BY THESIS WORK. YOUR COOPERATION AND ASSIST-

ANCE AfE GEEATLY APPLECIATED.

PLEASE 1L1 IN THE BIANKS O CIRCLE THE MULTIPLE-CHOICE

ANSWIS WEIER APPROPRIATE.

ALL BANDS

1. Nbat is your present rank/rate?

2. Which category best describes your present billet?

a. CC/CLER

t. XC/CSU

c. Department Head

d. Division Officer
e. Division Chief

f. Ccmmand Cbief

g. Petty Officer

h. El-E3
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3. How many years have you been on active duty in the

USN?-

4. How many years have you spent aboard SURFLANT

Cosmands?

5. Not including your present command, to how many

SUILANI commands have you been assigned?

6. while considering the merits of a Captain's Mast INJP},

which person do ycu feel would best be able to influence

the Captain's opivion of the sailor in question?

a. Division Chief

b. Division LPO

c. Cbaplain

d. ccmmand Chief

e. Department Head
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7. If a junior enlisted man experienced racial/ethnic dis-

crivination fzom his division chief and wanted to prevent

further discrimination without causing future reper-

cussions/animosities, to whcm would he most likely

initially report the incident?

a. Division Chief

b. Division IPO

c. Ccmuand Chief

d. Chaplain

e. Department Head

8. If you were the Executive Officer of a ship and wanted

to obtain a feel tcr the probable reaction of the crew

regarding a possitle policy change, from whom would

ycu mcst likely seek advice?

a. A defartment Bead

b. A leading petty officer

c. Ccumand Chief

d. A division CPC

e. Chaplain

9. Which of the follcwing individuals in your opinion is

most likely to understand the values, social pressures,

and sccial norms of the new recruits entering today's

Navy?

a. Executive Officer

.* b. Division Chief

* c. Leading Petty Cfficer

d. Division Cfficer
e. Ccmaand Chief
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10. If a Task Force Ccmmander (Bear Admiral/Commodore) came

atcazd your ship and asked to receive four briefs regard-

ing the status of your shiF, who could best provide tbe

required informaticn? (Circle four)

a. Clerations Officer

h. XO

c. CIC Officer

d. Ccmsand Chief

e. CC

f. leapons Officer

g- 31 Coordinator

h. Chief Engineer

11. During routine inport operations at what time of day

(on a 24 hour clock) do you usually arrive on toard?

12. Durirg routine inport operations at what time of day

(cn a 24 hour clock) do you usually depart the shiF for

tie tay?

13. In hcw sany secticns are you personally standing duty?

a. 2hree or less

t. four
c. five

d. Six or mcre

e. I am not assigned to stand duty days.
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14. hbich of the perscnnel listed below, if any, do you feel

sbculd not be reguired to stand duty? (Circle each

category that you feel should be exempted)

a. CO

t. 10

c. Senior Watch Cfficer

d. less Cooks

e. Chaplain

f. Lejartment Heads

9. 3H Coordinatcr

h. arrant Officers

i. Suriace arf are Officers

j. Chief Petty Cficers

k. Ccamand Chief

I. Supily Corps Cfficers

a. ShiFps Secretary

15. c wbat extent are appropriate and reasonable privi-

ledges commensurate with responsibility and positicn

granted to the Chief Petty Officers of this command?

a. Significantly insufficient privileges are granted

k. Scmewhat insufficient privileges are granted

c. frivileges are appropriate and reasonable

d. Somewhat excessive privileges are granted

e. Significantly excessive privileges are granted
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16. To what extent are appropriate and reasonable privileges

commensurate with responsibility and position granted to

tte junior officers of this command?

a. Significantly insufficient privileges are granted

t. Somewhat insufficient irivileges are granted

c. Erivileges are appropriate and reasonable

d. Somewhat excessive Frivileges are granted

e. Significantly excessive privileges are granted

17. Ic what extent are appropriate and reasonable privileges,

ccmmensurate with responsibilities and position, granted

tc the Command Chief of this command?

a. Significantly insufficient privileges are granted

k. Scmewhat insufficiert privileges are granted
c. rivileges are appropriate and reasonable
d. Scsewhat excessive privileges are granted
e. Significantly excessive privileges are granted

18. Ic what extent is earning a battle efficiency "E"

important to you?

a. 1o a very great extent

. 1o a great extent

c. To somewhat of an extent

d. To a small eitent

e. To a very small extent
0
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19. lo what extent do you feel that the job you are Ferform-

ing is worthwhilE?

a. 7o a very great extent

k. lo a great extent

c. Io somewhat of an extent

d. lo a small extent

e. 7o a very small extent

20. cn the average, to what extent do you enjoy coming to

wcrk in the morning?

a. lo a very great extent

t. 7o a great extent

c. 1o somewhat of an extent

d. 7o a small extent

e. 7o a very small extent

21. Ca the average,tc what extent do you feel that your time

is used productively during the working day?

a. To a very great extent

t. 7o a great extent

c. 1o somewhat of an extent

d. 1o a small extent

e. Io a very small extent

118

I

,.~~~~~~~~ -. ' . . . . .o -. - -./ .. . . -.. , , . ,, . . , -. .. ,- . .. ...- . ,. ,-.. .



22. On the average, tc what extent do your superiors enforce

the use of the chain of command?

a. To a very great extent

b. lo a great extent

c. To somewhat ol az extent

d. To a small extent

e. 1o a very small extent

23. On the average, tc what extent is your chain of command

willing to take action on known or alleged racial cr

ethnic issues?

a. To a very great extent

k. To a great extent

C. 1o somewhat of an extent

d. To a small extent

e. To a very small extent

CFFICEES AN£ CHIEF P17TX OFFICERS PLEASE CONTINUE ON NEXT

PAGE. ALL CTHERS PLEASE STOP AND RETURN THE QUESTICNVAIBE

0 THE PSOCIOR. THANX YOU FOR YOUR TIRE AND COOPERATION.
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CPO/OFZICERS

24. During a normal inport work-week, on the average

how many hours dc you spend talking with the

Ezecutive Officer on a one to one basis?

25. Hcw do you feel akout the amount of time you spend with

the Executive Officer?

a. Consider it tc te very insufficient

b. Consider it tc be somewhat insufficient

- c Ccnsider it tc be appropriate

" d. Consider it tc be somewhat excessive

e. Consider it to te very excessive

26. Durimg a normal import work-week, on the average

hcw iany hours dc you spend talking

with the Captain on a one to one basis?

0
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27. how do you feel atout the amount of tine you spend

with the Captain?

A. Ccnsider it tc be very insufficient

B. Consider it tc be somewhat insufficient

C. Consider it tc be appropriate

1). Consider it tc be somewhat excessive

E. Ccnsider it to te very excessive

28. which of the following test describes the tone of ycur

relaticnship with the Captain? (If none applies, please

choose the answer which is least inaccurate.)

a. Businesslike lased on mutual respect

b. Friendly and icsitive

c. He uses me to implement his policies

d. He dces not apreciate my ability and potential

e. He shows interest in my well-being only to the extent

that he feels he must.

29. Nhich of the following best describes the tone of

your relationshil with the Executive Officer?

(If none applies, please choose the answer which

is the least inaccurate.)

a. Businesslike Lased on mutual respect

t. Friendly and icsitive

c. He uses me to implement his policies
d. He does not ajEreciate my ability and potential

e. He shows interest in m well-being only to the extent

that he feels be must

4
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30. which of the following best describes the dominant

activation which Fursuaded you to join the Navy?

a. I saw an opportunity to obtain training and education

which otherwise would nct have been available to me.

b. I saw an opportunity to travel and be "on my cwn".

c. I wanted to serve my country

d. I saw an cppoitunity to become a leader with significant

res~cnsibility at an early age.

e. I saw an opportunity to earn a reasonable income with

security and I did not have any better optiors at the time.

31. 7c what extent dc you feel that the word received in

the CPO mess is acre accurate than the word received

via tLe chain of ccmmand?

a. 1o a very great extent

L. 7o a great extent

c. 1o some extent

d. 1o a little extent

e. 7o a very little extent

-2. Ic what extent have you been given the opportunity to

learn and demonstrate management and leadership com-

mensurate with your ability?

a. 1o a very great extent

b. 7o a great extent

c. 7o some extent

d. 1o a little extent

e. 7o a very little extent
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33. To what extent is the management/leadership aspect ¢f

your jot aore isicrtant to you than the warfare/

technical aspect?

a. To a very great extent

b. 1o a great extent

c. 1o some extent

d. To a little extent

e. To a very little extent

34. To what extent does your job performance reflect your

maximum capability?

a. 1o a very great extent

t. To a great extent

C. 7o some exteet

d. To a little extent

e. 1o a very little extent

35. Ic what extent are your sjecial achievements or extra

effoxts recognized by the CO?

a. 1o a very great extent

t. 1o a great extent

c. Io some extent

d. 1o a little extent

e. lo a very little extent

0
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36. to what extent have you been given the authority and

responsibility ccamensurate with your billet?

a. lo a very great extent

t. 1o a great extent

c. Io some extent

d. 1o a little extent

e. 1o a very little extent

37. Ic wbat extent are you confident that the CO would act

on a worthwhile suggestion by you?

a. 7o a very great extent

t. Io a great extent

c. %o some extent

d. 7o a little extent

e. 7o a very little extent

38. 1U what extent dc you feel that the CO has an accurate

understanding of your activations?

a. lo a very great extent 2
k. 7o a great extent

c. 1o some extentL d. 1o a little extent
e. 7o a very little extent

1.2
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39. To what extent dc you f eel that the CO has a genuine

ccvctzn for your welfare?

a. To a very great extent

t. To a great extent

C. 70 some extent

d. Ic a little extent

e. 1o a very little extent

40. Ic what extent dc you feel that privileges in the Navy

axe granted apprciriately?

a. To a very great extent

b. To a great extent

c. 1o some extent

d. To a little extent

e. Io a very little extent
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41. So vhat extent dc you agree vith the practice of grant-

ing special privileges to personnel junior in rank to

perscns not granted these Erivileges (i.e. Sailor of the

Quarter/CPO/MCPO reserved parking places at the Navy

Exchange or pier larking lots, exemptionfrom

the uatchbill, etc...)?

a. Strcngly agree vith practice

t. Agree vith practice

c. No cpinion

d. Lisagree with practice

e. Strongly disagree with practice

COMMANr HAS7ER/SENIOR/CHIEP PETTY OFFICERS PLEASE CONTINUE ON

NEXT FAG1. ALL OTHERS PLEASE STOP AND RETURN QUESTIONNAIRE TO

IROCIC . THANK YCU FCB YOUR TIBE AND COOPERATION.

1

I
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CONNIVE CHIEF

42. 7c what extent did your formal schools prepare ycu for

ycur iresent billet?

a. 7o a very great extent

t. lo a great extent

c. 0 some extent

d. 7o a little extent

e. 7o a very little extent

43. c whom (by billet, not name) are you directly

reicnsible for the manner in which you perform

ycur primary job?

44. Over the past four weeks, hcw many hours have you spent

working/assisting in the area of your rate? (i.e. fcr a

GBCBC, how many hcurs working with missile systems or

assistirg your ccamand's GMIs?)

a. Bone

b. Cue-half workday (4 hours) or less

c. Between one-half and a full workday

d. 7he equivalent of one to three workdays
e. More than the equivalent of three workdays

2

127

6



45. lhinkimg about ycur job when you were a division chief,

hcw would you compare the relative satisfaction you

received then as compared to the satisfaction you

receive now?

a. -Significantly more satisfaction as a divisior chief

t. Somewhat more satisfaction as a division chief

c. No definable difference

d.- omewhat more satisfaction as Command Chief

e. Significantly more satisfaction as a Command Chief

46. Since becoming a Command Chief, have you ever been

asked tc represent t. :0 at any function away froa

the Ccamand?

a. Yes

k. No

47. Since tecoming a Ccmmand Chief, have you ever discussed

the leadership/management Eroblems of a specific division

officer or department head with the Co or XO?

a. Yes

b. go

48. Since becoming a Command Chief, have you ever promulgated

a ccamand-wide pclicy announcement (i.e. change in the

daily rcutine, piccedures for mess cooks, etc...)?

a. Yes

t. No

PLEAS! EITUEN THE QUZE7ICNNAIE TO THE PROCTOR. THANK ICU FOR

YOUR 7I1I AND COOPERATION.
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CCINAVSURYLANT SURVEY AID IJTERVIEg PARTICIPANTS

CCACRUDESGBU TWO

CCBCRUDESGSU TWELVE

CCBSERVGRU TWO

CCBDESRCN TWO

CCMDESRCS EIGHT

CCMDESRCN TWELVE

CCNPHIB BON TWELVE

USS WAIUMRIGHT (CG 28)

LES JOSEPHUS DANIELS (CG 27)

* USS PREELE (DDG 46)

EES CONYINGHAN (DDG 17)

USS RICHARD E. BYRD (DDG 23)

ESS KING (DDG 41)

SS SAMESON (DDG 10)

ESS THORN (DD 988)

USS MCCLOY (FF 1038)

ESS THOBAS C. HART (FF 1092)

USS MOINESTER (F? 1097)

ESS EDWARD MCDONNEL (F? 1043)

USS TRIEP IFF 1075)

ESS JOESEPH HEWES (FE 1078)

* LSS RALIEGB (LPD 1)

rSS IWO JIMA (LPH 2)

ESS PORTLAND (LSD 37)

[SS SPARTENBURG COUNTY ILST 1192)

* USS YELLOWSTONE (AD 41)

-Ss SIERRA (AD 18)

USS SAN DIEGO (AFS 6)
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SBSULTS OF SORVEY

Ibis appendix liovides the results of the survey

conducted aloard the SURFLANT ships and staffs listed in

Appendix D. A total of 824 personnel participated in the

survey. The results are listed by billet in columns. The

kreakdowr in terms of total numbers is:

1. Commanding Oflicers/Coamanders ............... 12

2. Executive Officers/Chief Staff Officers. ..... 18

3. Department Heads ................ 60......0. 26

4. Division Officers............................ 59

5. Division Chieis.............................. 65
6. Master Chief ketty Officers of the Command... 15

7. Eetty Officers.........
8. Seamen/Firemen ...... ... .. .. .. .. .. . . . ... o .. ... 170

Each row represents the five choices of answers avail-

able fcr each questicn. Reading across each row will demcn-

strate te _ercet of each billet category who selected that

answer. The double asteriks (**) indicate that the answer

was nct selected ty anyone in that category (or zero

j percent).

130



00

A4

U) 
1o C4--

00 0 C4

'0

.4 f

444 CD

0 4 -4 0 0 1

40

4)'

"Apt 4 CD

44 1.4

______________________*v 
-. ., .



-04

14 'el

(j4 0 N 100 n
*...q N

4.J 4J M

DoJ4 
0

0 j 0 4J'

$i 4 tv

0 N0
O N 14U00 L E-4

oj ra 0 A

.1 4 ) -4O
1.

3 . 4'aW1
~~0

0d44 w--

4 4 44 04
' a r4

(n 0 44-W4 w 4U -

.0 10 r 4

q 4 8 0 0 to0 0

0a C) 1
.i v W Q a -.4

,l W -14 r4 0- Q u

01 F- GD ro Q)~~~5 ~

0 Q

132



k' N .

0n

.J 4

to 'n (%4 M

54 Q 0)

to 4 U 

L4

wON

S39 

0

0 0

440 pa

4 Q44 
015

U0

44 0 FA. U

41 (44 
to0

0- 0 o0 Q 14.4

is w P4~ 
P

= ar

a4 *4 a

43 aj v 09 4 44 4 .

o4 
J 0 a~ po

InU
S .94 W WA '

o+ (d~ *0 L

133



w A
-4 04

0
*4)

0

A $4 a ' 0 EA
o2 0

4

0
*14 U I)0I ~ '

q 14

0l 0 C00

W.. (4 -pi

14 ) PQ

a 0W 64

-A0 0 Q) 44
p0 %. 4 4% tIw w4

u 1.1 V44 44 v IV

0 0I44J4

4 *r4 04 0 I
q4 02. .0 H

4J rO rq A4
.40 1Wb ot 0q Q~4 ,44

v .04 M pq 'V rq. VV'

'04.e '44W

U 00 0 M3Av0

.00 0 U1340 '



1.0

:3 4

$44.4
40

oL C4 0

41

0 Ln

o 0*iA.

0

. 4 14

.Q 01
-,4 44 0 c 4 -

Pq 01
0444

w '

Id-4 W ~4

a 0) 4 44

g~ 1 U1 a9 1.2 W

4. 0 8 4
Vi o .4 1.4 ' u I. W
to a w Q a'.9

E4 0 H tjO 01
E4 ;aIs a

P4 -A to *4

135



im C4 0 9~l

e. a 0 V- 0 CI

"4I

Ol 00 Nt
a 0*~ * r -

4

o~c E-0% *

I 4

136

0 U)



0T

-7-T-R. T

CD C-

4
.0

0

6 I-- 041-

* 
* 0

Im-
.4i

44(
-r4 10 m

* 0

~0 H

04 ur

4) $4

41 '4 CO4
to P.. Q ~

:s 44 WU)' 41~
.4 u~ r414 0
4- 4 -,4 44 (J4U
44 90. $4 WUU44 44$

Q4 %V 41 W4 W.~ 44 V O 0a 0
l 0 w '4j4fo l4 0 0

* 4 0 44. 4D 14 4JA U .0 0

0 o34o0' 0) ujcr U) toa

4 ft O 0 44AGC~" 8 8d
o 0 0W4~~~1 W54.4Uw

0 a 0U 0 &4 W-4(10.4 H

.q w f v1 4. lU14JLJ~n(fnuj

0

0O4VOW0 WM"P

137



.14 In c4

4J
to)I

a) 01 u I

M.44 r4 v-

r4 ~ (. to 4 Q) o % U % N
W 14d 04 4J 0E-

00 0~ -4 p

A1 Ad 4 -010 M

fu 41 m1 00 * ""
'(a 0 OD* Ln ~* *U

ul0 0 $4 0 1 r"

(1 *#4 ' ~ 41 V 1 01
r-4 Q 4 0~

014 Id A01 414 ON H
*e4A A .14 >4u~ 0 1 %*~

P400 4 r-44 *
1. 4.%q114 A) I
P4 P 4 0) 14 w W 01 I

401 0103 4 P4
0 to4 -.14 0.0

-4 A a 4 rJ-4
w1 4 W go
P4 4J4 Q., 4 A 1 01
Q 4 J a. Q) 4-4 I 000 t

wJ 0 44 4, 001
04J LQ :3 -4 0)00' Q044
04 r4 to0 0 to U

.4 Q0 A 04* -r4 M
O4 4J AH.0 j4 to .I40)

*4 w ui r-4 4
044 q9 01 M >, 4 Q) 41

4.1 0 0 rl w U P49 )H 4 .4CI)

40 X E01(4 0 4
.0(i 64 -A A.1 U 4 (1 U

tj 4J M44 4 4 44
to .4 4 2 a)

a 44 q 0 ,0 P *
4L 4 00 H' 0 -r

0 4 t.u) 9 W v
a

138



0

A

4 J%

CA 0

$4 $4 01 
-4

0 k (d

0 Q0 0 wO

(A 00W0 0%

L4. U) r.W 64 U

a bI 0) 1 o * E-4

rd 0d .4 rd0 r4 m * r% * cf)

f0 41 0

4I r-4 C2 e44 r-4 
0

(a ) t4~ *d A

N 44.5 041

0.* ) ~ a 4 4J W2 44
OA 0' (d :54 04 0 4)~D

P4 m a t 04 Ob U

'o4 c3 d r4 M4

(44 W r4 4-0

a 0 .4 a0 r
w 0v 4J t) Ui~4-0 -A4.145"

20 .4 .9 '44 1104 U) 11
.N4Jb 49 100

000 *,4 ON 0'
~t cu g4~J. If

139



%0 N

4-104 t

4) Q% 5 '

4J w 4- 414

00

,4J w0t

0m 0
93 0 to4 91 0a 1. Ln r- a 0

0 ad1 0 -I

93 1- Q w ~ a 4)
-r4 04 W J 4U)

~~p0 U) to 014Q)Llf
o ~ F Oa 00014*5%- %

9) -H 00qU)

to4 *4 0) w .5 to A

Q4 0 -r 4 04 04-"
0a ql Q i. I 'a rj 0* (4 4 L4
L& 0 IHe 0) 14 to). ~ 0 IU
04 cu .4 0. 4v ID

L9 .4 .
41 to -4. .5~ 0 1 4

04 A ai 14 4.

144 0 q 4*v4
U) IN '.4 +1 1. -

4) ) 0 '44 1 V -4
540P '4'P -4 01 (P 10 ' 4440I4

(0 is 4 V 44
W 4' a4. XU -

0 q4 ~ 4)- w Q 0% ..4-

'4to CAa4r a0 r. -U q .4 .4 -

40 93 a, -F4 0 W o 4 n a sQ u
-Q w1 fu lU. 4 u0

* i 15 U U ) j ) U
v U

140



C4 4 0 0

g04 0 4'0

1.4

0

w t

1E-

o in

-4 
410 

c

0
44 4'

4' a 01 4'0 0

".4 41 4A

00 4

w 9 0QM 0

41 -W 4' 0l r4

64 (dr
6 ~ 0 w.4 0 a

6 4 o. 4t4 t

141

XJ



.44

OD4 C4 a f ~

00

r.. a

41-4

o 4
0 J4 4 0+

4J w. * * *
aDa

41
4) 1 1 14 4J J

at a D .4 r

(o 0) 0 0

0) 0, t4

j ~ ~ 4 4JJJJI4~

"142



.......................- t.- - V IC T .-

Fin

q-

4.1C4

4.1

444

4C

OW 4 
0f)

4.0 P 1 

rr4~Q~*

d q 
cn 

4

01 4) f"
41.4 41

.44

4- 1 4 410 0' 9-P044

14 0U 4d4 ~44 414
0 api (q 0 04t

~ 4.1 a) a~141 1
4 W 1 1" 4E 4J 4J P M'

s o' 4 .W4

m 8 4 0 , t.1 inm

0 0 0 0
4 n3( J 

, Q 0~

4A4

4143



44*1*
o- t

0Q

4G1

al 000C o* * *1

In 4. ' 41C * O* 4
w

0 4J Q41

go + 3 10 0 4.84 41 4A
a to0 04
O a 41 44t wS W aD a
0 *4 4-0 fON 4 4'0 4 4-0

w~. 05 4140EP

4 ~ 0:i~i*~ ~ 41 4411

0 U 0 0 0l 0 0

4J 44

C144



M r%
to

to

*6@4

10 t

or-4
44

0

r4 Cc n

1 v

o34 ooe1r%

~~~14 H 4fl0 *I

fit 04

40 (D 4
41

(0 0 a J 0 4J 4 4 * 4 -

4-f 4. 4, 4J
w 0 x 14

40 $4 144P
%U 0) 410.4L

0) 41 41.51 *P 4

a% ( o i 0 U

41 0 : 0 ). 44 14

00 0 0U0

04



CII

4a (jC!7A N ~ C

"4

'.0 0

4 a 9

0 o nL a-- 0 0 C3, W
P14 4J

4 .1 " l n.4
'44 rf44 ) E-* 4 * L
0 U 0 V1 9

41 44
.3 4-4 A 0 ) at
o -. ei U)

00 x

w a. 6 .4* a

4 J1

0 00 0
A14 1-0

IU w .4 U Ua Q) U
40 .J4A1OJ+14

4.1 44 44 O P

444
o W W4W 4 OW 04i

r4 ~ ( yyU U Ul
4J 0100

v U U

146



0 i- - %

4.1

.9.44

-"~: (d~*
0 

0* 4J 4

0 w

AJ 64 a

o1 4 4 o ) 0 * 41 41

o1 bp (4 to 0 E

:5)4 1 ) 0 41 a)

00

o0 4J 4.i. 4J 4 0 P* * d 0* 4

r- t4 0 -F4 to 04L * * ~
W .A 444 Q4toP

44 4 0 0

4147



4e

9 0

4J

* .4J

0 4J 4

0 6

w 0
0. 4  4J 4JD L
41 0D LU G

4 o 4 (4 14 0 N

0 04 0 m00 MO

% 4J 0EA
(4 U)I -

w 0 00

u r4 04 A'e I

04U) G P4 0

04J 0 .r

* ~U wD P.0 U)U 0
a) 1. Is 0 * *

Q 0 41 A 41 4*J*

A 41 -4 .U

A H) GD 41
GD .. 0 at d 4

0 04 of* 0
LW (d w 041 3q

:P4U M 01 GD (4 t0

44.40t4., 0 .4J r-

GD 0.D-.. 40 w u 0 (
a to 0 U)Ai

41 0 -F4 U G W1 0 0(4

0 60H . 4 w w . w A) 4

A~ U PW 4DGD0.

-140 01 U~G

.4~~A ve

148



Ul o'l, O'- C ')

)Q~ 44)

.94 f. 0. M. Xy
0 

0

0H U 0 U '4

M* -0 Q t 144 w .4 4I4
.rJr 4 A0 -

(1)0

'-4

A 8 4 to) 4 4 -

0 - (W (v I -H 4)i
t4 3 ( 0~

14 44149



0 U 44

0. ~4 41

*~~4 P 0N N4

0 4.1

o 4. *00 E4

A ro 4J

* .10 ra IU
4 V~ 4 LI)

AU (D Ci)

go 4 3 .4 4 m o

A *.-p
.4 4 U' (

00

*r (U oU o
'a- Cl) t u N * %

4J

'a.).q 04 o)~ 00

45A Ci) 4
M) * .0 4 0 J 4j

4' .4 0 r4 A - I( 0.

90 a4 4g. *.' (U
p0 to o P4 0 I O

4JU 4.' WO 44 4a q~ PbD

000 M) 0 4J0 o wU

00 0 r4 OfI

44 9 -. 4 4 ) *-

C3 -- 9 g 9

* 4 I.' 'D

U Uo H HHa
.19 "H

.4;xS

0.Us 0



C0

4J

.q4 I*

~ *e4b.4
"4 w E

0 4J

0 1 4A4 J4

01 * 41 ap )4 a)4

4 4J U)P4 W4 P

.4.44 r *410*0 4
414 w~ * 1 4 a1

41

01w >q 0

014

0410 0 0 11 0

0 w 014 11)4 141
L010 A v

U ~ 4 ~ 151



w 0
0 -
41 a

4a1 41 1 I

g3 w
0 WO *

004 ~0~' 0 0

~~C4

C-4

0 c

OW W 4

44 rq

0 4 1*

0 01 P

04) 4J 00 0 0

~~JG1r WG-4

v4. wm-

0 ~0152



K.l
*0

4F

00
1,4

w

GD4 
H4'

o c

.4

W4J P

0 4J

4J
40 P4 0. 0 0v 0= 0

I,'

NO .. 153



o~4 Q Zt 0

to 0

5-4

543 14~r~ q

M 4444

vI 41 .D4

-4 Wm 4 1
Al4 .4 4d

(a $4 40 JG
QW 4) 4 J

a r4b 'P P 0 0

0 p
to do vi 0 0P 4 Ut

4..
0o 0 0000 0

415



I Il
4
0 U

o l.%C4n
jq Q ( 4 i4C m

C: "I I £n

UU

CJ 1n -

w A I J 414

tj W 41 4) r0 1f 14 p

A4 4 in A+ 4 41r41r

0.4 41 :pq

404

155



44

0~ r-4

V r

r4 (n.

4Ji-
0 E-4

GDn

W +0

. :s 41'1 4 4

0 to 63 ~
41 191 41

4541 1 4

00 41 41441qpq p 414

0p 0 K 44 W0 4P0P

a? 441 0

44 U0 4 GD 4J4 4)4) 44
a 41 P1I to 0 :0

9) 1 E 41 $z4g an C3 U 34

w1 -414

m o tRUl ow P40 o
0 IPW O t4n

.4 0 0 0

*~ ~ 9) 
9 6

156



%0- m

0 E

a 0

0 si

.00
4E-

000* * *M

* '44 4J*

0 0 03 4)

0U) f4 a 4J
o D 1 4 1

0l 4)G 4J 9 F a i
01 44 W 4J 1 . 4P 4a 40 4 1

W (a EU ~41 pq. q P4 pq P4
14 UJ wI aI w QD .1 P354 14 Sa4

(a GIV r4
41 (D. Q4 4A' 0

44 MD tv 4J. IdU

0) A4 &4 $4' w $4 ag

* 41 0 '10 0 SPi
$.4 caE i ( U 4 (i 3

to I 0 0 0 0 0

b4 0 0 A v 10 w

157



44
0 r

4* W

410

I0 i 0r..r~ M

V 440

41
-4.f 4414

*41 41 q
0 4 0 +4 o 10

P4U M 44 P P4 W W
W14 41

00 (V (3444 4 1441Q

41 4. r4-4 041L (313
la w Pq +1 W $4 N

41 04 4 W 0 -4
0o 10 tp H 0 0~"

io 
th( Wq D

00 00A

4.158

. . . .



2 tn 00*

C-4 C4r'

EEu
m 2Q

A% En

41. 0 1

4-) m %0

411

* . q IV

44 41 41

914 4 1 ago 9 64 4
0 14 41G 0P 41 04

W~ 0 WE 4l, la

0* 4-1 G 4l P4 *11 4J 1
44 0 14 9 r4 345 4 545

1 41wer (a 41 a R..

44 J 0U- 4 a s
00D W0 0 ca )1

W 0 0000
4 4 1 1 4 1

mu * . .159



4gJ w m0% m

'4
0Ol

4a u 0 ' g tf
(4U

41

4J4

41 4J 4 J 4
Q 4C41 a) 0a

4 E..t a
I4 Ll w 0 $

0) $ .A 0
bw34 D

tv a 0 0 0

4J

.IJ 0 4 4J 1J0



CI00

tm tv U b

64 w 0 (

.r 4 at W

v 1O-4
L 4 0 U M C , -r r

tm va 93Q ( 4 .

a 0 04 £

-. ) 64w Lo 0nP
4J 2 0

04 Ad 01 14x
1 0 04Y4flI0

$4 A (1)E-4
44 44W IM u4 C~ 01

4*,440 0
x0 4 4 U
4 0 U. 0 0

a) 0 rj P4 4 14 A0 ~ *
4 0r(N (" op CJfl'1 t 4

0 Ae~ * $
U O gP 0.u 0 a 9

v w~ 01 r4e w
to 0 o t -4 w

I4 0 
f.4.. 00 .3 0

Q 0 v
04.4 24 A p'

4L V14 r4 a. A -

V4 q - 41 a 0 -4 44

U r V WJ. 0 1 40f.

0.0 ~~t A4 u' *44~0

4.) *400 .4 346 1001



lIST OF REFERENCES

1. Noel J. V. Jr., Division Officer's Guide, 6th ed.,
Naval Institute Press. I"-35--W 5e-T377.

2. Reilley, Ewing h., "Sound Organization - Keystc ne of
Mamagement Development ," eds, Merrill, M.e and
Marting, E., A•rican Mazageme ssociagin, 1952.

3. Faycl, Henri, Industrial and General Administraticn
trans;, J. A=3U3Fu;FK -9eneva--FEaT j-nit ii
Maagement Institute, p. 55, 1930.

4. EtzioniA., "Dual Leadership in Complex
Crganizationst" rcan Socioloqi al qvie_, v.30,
pp. 6E8- 698, c~t oj~rT5

5. Kahn, R. L. and others, Or anizational Stress:
Stu.ies in Role Conflct and " iX - -Wiley nd

6. Stcner, J. A. F., janagene,  Prentice-Hall, Inc.,1978.

7. Senger, J. D., "The Co-Manager Concept," Califcrmia

gEgaement Review, v. 13 , Spring 1971. -

8. Harvard Business Review, E. 100, February 1976.

9. Daft B. L., Or amization Theory and Des', pp.
380-417, West Pubiuls-l"n-g -pan-yT9"m93.

10. Pfeffer, 4., ESwer jn Or~aizatis, Pitman Publishing
Inc., 1981.

11. French J. R. 1. and Raven, B., "The Bases of Sccial
Power in D. Cartwright Studies n Social Po.er, pp.;BS -219, Un' rsity of Aic l-gat, +nsT- u~e oT-U-cclaJ.r esearc&, 1959a.

12. Kanter R. H., "Power Failure in Manaqement
Circuits," Harvard Business !!view, pp. 65-75,
July/ August, j-T7.-

13. Emerson,R. M. , "Power-Dependence Relations," Aj rican
_j _ c cLg yj, 1p. 31-41.

14. Atkinson, John 5., in trj o duction to AotiW W_ Van
ostrand, 1964.

162

.



15. McClelland, D. C. and Burnhas, D. H., "Power is the
Great Motivatot," 1Harvard Business Reve, v. c4,
pfj.l00-110, Feiruary-i ,6. -----

16. Eavter, R L., M en and Uouen of the C qEorIaLtoR

p.186, Basic Bccks,-T717- . .... .

17. Peters, T. J., "Symbols Patterns, and Settinqs: AnOptimistic Case for Getting Thiugs Done," merican
Maragement As sociation, pp. 646-665, 1978.

18. Ginzterg,E. and Reilley, E.M., Effectinq Chan in
2 r:a zations, p. PE2, Columbia-UvrEi-Pss,

19. Office of the Chief of Naval Oerations Instruction
5400.37C, United States Navy, 1983.

20. Steers,R.M. and Porter,L°o, edsL.. Motivation andWjoLt Ebhavior_, j. 15-, Mc6ra w-Hill

0

163

"S 22-: ,,"" ,2 i, .:; ;i:,.- i . .,? ,-,-. .



BIB Z CGRAPH

Argyris, C.. Interat* the Indivial and the9aijtofie7H _A- -- 1-21.

Atkinson, John i., 4. IntU .uctio t Motivation, Van
Nostrand, 1964.

Eales, B. F. A "Task Roles and Social Holes in Prcblem
Solving Groups' in 7. M. Newcone and E. L. Hartley,
Readin s in Soc ialjch , Holt, Rinehart, and Winston,

lake, R. B. and Mcuton, J. S., Ie aaieral g"4 Gulf
Publisbing, 1964.
Boatzis B. E., "Ibe Need for Close Relationships and the
anager,." In D. Kclt , I. Rubin, and J. Bclntryre,
Oraiain Pvhlq, A 22-0k 2L Read Aggs, Prentice

Burke P.J., "The Development of Task and Social-Emotional
Bole Differentiation," $ocimetry, V. 30, December 1967.
Cope, 8. F., .joaa Al Sea, Naval Institute Press, 1966.

Daft, B. I Or zanj ion Tbeo;_ And Desiga, West Publishing
Company, 1H3-.
Dale, Einest, QOitation, American management Associaticn,
1967

EmersonB. N., "Power-Dependence Relations," American
Etzigni,A., " Dual Leadegship in Complex Orqanizations, ,

An _. ~jg _ iojogcal Reviel, v. 30, October 1 .
Etzicni, A., Autborit Structure and Orgazizatiomal
Efiectveness," Ad'jl trajje S nce 2utl, v. 4, June1959. --

Fayol, Henri, Inustzal and Gine I Administ rgton, trans.Jo -q soh o ; -1 111TXr1aTa-Nagemenr -7nstitute•
1. A. Ccu rouyiDV1930.

Fjs!#G. G., "Toward Effect relegation," CPA j~lrna4, V.46,

French R. 2. P. and Raven, B.e "The Bases f SocialEo ere an D. rartvrightr Stu ".

fa es 19J I. "The Gentle Use of Power," Managemen Lv..j.,Rafe, 197g. "---

Giuztqrg, li and Rej&~4 H., k
Columlia nI erW9sit7

164

i - ~~~~.-..-.... .. .... ..... ... ... ... ..... ,.-......... ......... . .



*Herzberg, F.. jjork and the 11t.~ If~ j~n, World Publishing,
1966.
R~ahn# B. L and otters,_2Qg~auatl_ _4 l*eks
Role " es 12
Kanter I. M., "fover failure in Rtnfageflent Circuits,"1

* HiuazA P.Hineal filue u. Ju Jy/Augus t, 19 9.

Nalter,R-f-, Aga a4 Woae gf the CorporAt~, Basic Bcoks,

lavrence, P.R. and Lorsch, 4.W., 9inigiu n Sa a
1nvjS&jjj, Irwin, 1967.

McClellaid, D. C., Zk Agjy~ Socie&Z, Van Nostrand,
* 1961.

lasuell Harold P., jol~ii:. Ll~o Get&s ht hU o,
* flcGraw-hill, 1936.-- - Ai s.

McGregor,, . As., 7.h j~a_ L L gk&jrp McGraw-Hill,
1960.
Mashburn, i. E. and Vaught, E. C Tvo Heads are Better
than Cue, the Case f cr Dual Leaders~ip" Nanagemgal lS. _v

*V. 69, June 1980.

flallcu.%1, H_,F v n jl~ gl lty, 2nd ed.., Harper
* and Ry 190.

IcClellazdp . C. and Buarnhama, D. H. "Poveri the GreatBotivator a-j.4 Bgsluessj~M v 54, 1976.

* MecIhanic,,David, ?Sources of fover 9f Love; Particirants in
Coj ex 2Organizations,8 ' jLdinastrative Science 2gpartery,
July 1562.-

Niej~en, Z." AH. nd qVDA. 4;0 "To SO1 19 inate's

PetqrqO 12. 1. "Syabols *.attern*, and Settings: . An
Optialstic La. cI Ge tMzg Things Done," Amerca

Pfeffer* J., Po jaj Ozajdgl Pitman Publishing Inc.,
1981.

Pfeffer, .3, Man~geaent 4s Syzmolic Actiql: The Creation
* ad *aiteigance o Crg aniza tlcnaJ. Paradigmas, in L. L.

C upsiis and Bar~ry I. S ta, ea 191 10. _____

kkuz~. v1, 3,CT:*JAI Press, Is~i 2~~ztoa
Pfeff r, .3 "1cwer and Resource Allocation in

0 ~~~* NU N&iim Ai ea'Lre Barry As.
Pfefr Jef4ncoaiis o rganizations," inUS-I ~ c~ jJa oanz. 10eLe A . Heyer ant

Porter, L. N. a~d Ails,2 E., "Motivation and Management,
W. NcGuirq, f .1 rr ________nt ILUSIis

jj~~ca Pr entico-liall, ~ln eet

165



E 1J1#y,-1-f Souind Organization -Keystone of faagument
JD. set"es0 erjA and Harting, E., Bxijaua

Salaucjks GeraJ4 R. and Pf~ffer, J "The Bases and Use of
Power 1n Organizatica1 Deci~sion Mjfin i: The case cf aUniversitys" kdRAU-12atile science 2 u.1, 97

Scheini~ H.,f "Bebavioral Scienzces for 11anageuent,81 in j.
V . fcauxref ed., Cgt&~rr aAIlt j~~j And
111cp g ken tice-131 nr

Schein,Ed ga~ H. organizationali socialization and the
Sept~nbex 1968.

*Sanger, J. Do, "The Co~fianager Concept," 9"cri
AAASIS-3tRius v. 13, Si.ring 1971.
j~ 9~dii- A.-E, Jandboot gj keadrhiR, The Free Press,

Stoner,? J. A- F.. jj nSemuj, Prentice-Ball, Inc., 1978.

pl



III ZAL DISTRIBUTION LIST

No. Ccpies

1. Defense Technical Information Center 2
Cazercn Station
Alexandria, Virginia 22314

2. litrary, Code 0142 2
Sava ostraduate School
fonterey, Califczvia 93943

3. Le artment Chai son. Code 54 1
repartlent o Adainistrative Sciences
Naval Postgraduate School
Mcnterey, Califcrria 93943

4. Ccmmander Naval _urface Force# 5
U. C. Atantic fleet
Attn: N1
Norfolk, Virginia 23511

5. Professor Reuben T. Harris, Code 54HE 2
De artzent of Adzinistrative Sciences
Naval Postgraduate School
Monterey, Califcinia 93943

6. Professor Phili r9rmiley, Code 54BG 1
Departzent of A sln stralve Sciences
Naval Postgraduate School
Monterey, Califcxnia 93943

7. E4rqctcr, Leade ghip & Command Effectiveness I
_ivisicn (NRPC- 2
Human Besource management Department
naval Military Personnel Command
iaskimgton, D.C. 20370

8. Virec cr, Human Resources Management Division 1

le utv Chief of Naval Operations (manpower,
fe somnel & Trainin g
las bington, D.C. 20310

9. Ccmzanding Officer 1
Human Resource Management School
Naval Air Staticn memphis

* Bilirgton, Tennessee 38054

10. Ccmsaidin g Office 1
Cr anaza onal Effectiveness Center
~AS Alameda
Aflame a, California 94501

11. Ccganadinag 10 ict vP 1jiganlzat , af. iffiectiveness Center Norfolk
Norfolk, Virginia 2S5u

12. Cc maaidinj Offie1
7ra.atoa iffectiveness Center Pearl Harbor

Pear. Harbor, Hawaii 96860

167

6 o , , . ' ., ' ,, ' / , { ., " . .' ' . . .' . .,' . .. j . . . . . .- ." .. " . .. . . .. . ' .



13. Ccahand.ing Officer
Crganizational Effectiveness Center San Diego
Naval Irainin ,Center, Building 304
San Diego, California 92133

14. Ccauadin q Officer
Cr anizati onal ffectiveness Center Washington
,clmonVealth Building, Roca 1144
1300 Vilson Blvd.
Irlington, Virgivia 22209

15. Ccalader

Cr anizational Effectiveness System Atlantic- 5611-21 Ti ewater Driv
N crtolk, Virginia 2359

16. Ccaander.- Organizati nal Effectiveness System Pacific
- C Eox ?2

= ZNaval Station
eazl Barbor, Havaii 96860

17. Ccana der
Crganizational lfectiveness System Europe
E. 0. Box 23
FPO
New York, Nev York 09510

18. Ccamanding Officer
Crganizational Effectiveness Center Charleston
Naval Ease, Building NO-746
Charleston, South Carolina 29408

19. Ccuuanding Officer
Crganizational Effectiveness Center Nayport
Naval Station
Nayjort, Florida 32228

20. Ccazading Officer
Crganizational Effectiveness Center Naples
F. 0. Box 3
FPO
Bev York, New York 09521

21. Ccaaanding Officer
Crganizational Effectiveness Center Rota
a... Naval Station Rota, Spain
Eox Al
EEC
New Yo'k, New Ycxk 09540

- ~~22. Cc..aa~din Ofic r
*a~irganizationafi i~ecti veness Center Subic Bay

1. C. Box 60
FPO
San Francisco, California 96651

cl a f " Of
23. ruuasa ofali fectiveness Center

h ldey Island
Naval ir Static ihidtey Island
Cak Harbor, Washington 9B278

168

...0 . .=. .. " . , " " " " -. , . . -- ," . , . . ,. --. .- .: .. : - . . -, .. . . "



24. Cculandin.g Cfficer
Crganizational fifectiveness Center Yokosuka
E. C. Box 4

PO
Seattle, Washing t o n 98762

25. iCDl. louis L. £cGintyv USN
S9 i ibercreek Place
Vr iunia Beach, Virginia234 4

1

169

_... , . .. .- .*- .* * ." . . . , ,. . . - , ... ,c ,. ,m .i, .~ h lu



.

FILMED

3-85

DTIC
-" ""'" "" " * ;" . - -" " . . '- - - - -'-.- " ' - '


